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IMLS is pleased to provide this project planning tutorial. 
The tutorial is also available online at http-//e-services.imis.gov/ 
project_planning/. This tutorial is a demonstration of the 
IMLS commitment to planning and evaluation. It represents ' 
the work of library and museum professionals as well as 
Grant projects but applicable to a wide range of planning 
activities. The tutorial is also intended to be used in professional 
audience needs, involve stakeholders in planning, and establish 
an approach to evaluation. All of these are key components to 
assuring that projects build the capacity of libraries and museums 
to create public value. 
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creating and sustaining a nation of learners. IMLS 
fosters leadership, innovation, and a lifetime of learning 
by supporting the nation's. 15,000 museums and 122,000 
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DO THE PROJECT 


This tutorial is designed for museums, libraries, and related organizations that are applying for National 
Leadership Grants (NLG). However, it can be used by anyone who wants to learn more about project planning. 
It is a valuable resource for professional education, staff training, and a wide array of planning activities. 

The purpose is to provide you with skills, knowledge, and tools to develop a good project plan. 


The tutorial covers the four phases illustrated in the diagram on page 2. We recommend that you follow the 
arrows, because each phase builds on the previous one. However, you can enter at any phase and move back 


and forth among the phases as you want. 


Define the Project 
n the rst phase, you will learn a step-by-step process for getting your project 
nderway, including analyzing the needs of your organization and your proyect’s 


target audience You wil! also formulate the goals for your proyect 


Plan the Project 
in the second phase, you wi!! develop the components of your project plan, 
yng the activites, the evaluation approach, and the schedule and resources 


Write the Grant Application 
in the third phase, you will learn pracucal tips for writing proposals for different 
IMLS grant programs This phase is not covered in detail in this tutorial. 


Do the Project 

in the final phase, you will learn about the key steps to take to Carry out, evaluate. 
and sustain the results of your proyect, after you recewe a grant award This phase 
is not covered in detail in this tutorial. 

Stakeholders and Communication: The need to identify and Communicate with 


the individuals, groups, or organizations that influence or can be affected by your 
project applies to ali phases 
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How is the tutorial organized? 

The frst phase. Define the Project. 

Ss Comprised of Organizational Needs 
Analysis, Target Auchence Needs 
Analysis, and Project Goals The second 
onase. Plan the Project. nc udes 
Actwites, Evaluation Approach, and 
Schedule and Resources Each unt 
contains these components 


® Tasks are the actwites that you need 
to perform to accomplish a particular 
component of starting or plannwng 
your proect Each task builds on the 
previous one in the last task of each 
phase, yOu will Conduct 2 reality 
check of the decisions you have made 
up to that pont 


» Examples of completed templates 
representing several Categones of 
Nationa! Leadersmp Grants funding 
are included in each unit For 
nstruchona! purposes we afe using 
fctitous projects developed by 
orgamzations in the imaginary state 
of West Dakota Bret background 
descriptions of each of the West 
Dakotan projects are included 
nm the Resources section Keep 
n rnd that these examples are 
smpiitied or partial for the purposes 
of thes tutonal 
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® Exercises are included in a! the unit's 
except for Organizational Needs 
Analysss. The purpose of the exercises 
'S to remnforce the main ports im the 
text and the examples The correct 
responses are in the Answer Key 
section at the end of the publication 


» Templates are included in the 
Resources section They are also 
available mm HTML and MS Word 
formats online at ttp //e-sernce 

jOv/proyect_ planrwng under 
the Resources tab 


The last two phases are Write the 
Grant Apphcation and Do the Project 


» Write the Grant Application 
provides basic information about 
the NLG application process and lwnks 
to useful resources about effective 
proposal writing This phase 1s not 
covered in detail in thrs tutonal 


» Do the Project includes a bref 
description of the steps you will 
take to implement and evaluate 
your project if it 5 funded It also 
briefly describes what happens 
after the project 1s evaluated and 
your Orgamzation 15 responsible 
for sustammwng the results of a 
successful project This phase 1s 
not covered in detail in this tutonal 


When should | take the tutorial? 

if you are Considering writing a National 
‘eadersmp Grant application, plan 

to get started on this tutonal as soon 


aS yOu Nave some ideas about your 
project. The tutonal ss orgamzed mn 
self-contained units 

We suggest that you estemate 
approumately how much time you 
will actually spend on each of the first 
two phases Define the Project and 
Plan the Project. Take into account 
IMLS’ deadline for submission of your 
application and create a timeline 


Note about use of the tutorial and 
your NLG application 

This tutorial 1s provided to assist you mn 
developing a project plan for a National 
Leadership Grant application While we 
hope you will find the tutonal helpful 
iN preparing your application, your use 
of the tutorial 1s not a requirement of 
applying for a National Leaderstwp Grant 


NLG projects cover a wise range of 
activities, including basic and apphed 
research This tutonal does not 
specifically address research proyects 
Research projects will investigate 
questions, gather and analyze data, 
and evaluate and disseminate gene- 
ralizable results Planning activities for 


research projects will vary depending 
on the methodology selected 


What if | have questions about 
one of the NLG programs? 
Museum Programs (202) 606-8539 
Library Programs (202) 606-5227 
You can also send your Questions via 
e-mail to: imisinfo@imis gov 


What if | have questions or 
comments about the tutorial? 
Send an e-mail message to 
nigtutorial@imis Gov 
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To develop the scope, you need to take certain foundation-building steps 
L@., analyzing the needs of your organization and the target audience(s) 
and formulating the project goals. These steps wil! help ensure the following 


» Your project will meet the needs of at least one of your organization's 


audiences. 


» Your project is in line with your organization's goals and priorities 
8 You can make a good case for your project to stakeholders who can 


provide support 
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undertaking the project 

® for whom you are undertaking the project 
8 what you want the project to achieve 

» how you will achieve it 

» when you will achieve it 
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period of time 
» You have a starting point for measuring the success of your proyeck 
For analyzing the needs of your organization and of your target audience 
you will be able to perform the following tasks 
» identify and analyze the gap between the result you want to achieve 
and the current condition of the audience(s), product(s), or service(s 
os eee fe 4 ae ide a Richa e. Bis Be) em sem @4l 4, ae Be ote oe 2 vik 
in the last unit in this phase, you will develop specific goals for your proyect 
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Within each unit you will find examples, exercises, and templates to reinforce 
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Before you begin a new phase or 
activity, develop a preliminary strategy 
for involving and communicating with 
your stakeholders. You will be refining 
this strategy throughout the different 
project phases—Define the Project, 
Pian the Project, Write the Grant 
Application, and Do the Project. 

We define stakeholders as any 
individual, group, or organization thai 
influences your project or is affected 
by it. They can be external to your 
organization, e.g., partners, boards, 
grant-making organizations, consultants, 
target audiences or users, professional 
associations, and the media. They can 
also be interna! to your organization, 
e.g., Management, project team 
members, and other staff. 

Think about their interests and 
whether they are likely to be strong 
advocates, lukewarm supporters, or 
non-supporters of the project. Then 
consider how you will involve them in 
the project and obtain and maintain 
their support. 

Consider what kind of roles your 
stakeholders will play in all the phases, 
such as: 


B resource provider 
B decision maker 
B adviser or provider of feedback 


» performer of specific project tasks, 
e.g., needs analysis, design and 
development, administration, or 
evaluation 


» provider of standards or rules 
and regulations to follow 


» promoter of the project 


B user or beneficiary of the 
project's results 


The number of stakeholders you 
identify and the roles they play will 
depend on the size and complexity 
of your project. 

An effective way of involving your 
Stakeholders is to include individuals 
or representatives of key groups on 
your project team. The key to successful 
completion of a project is to have a 
core team of stakeholders who will 
participate in al! phases of your project. 
Consider including the following types 
of people: 


» project director, who is the main 
person responsible for the perfor- 
mance of the project and the main 
point of contact with the funding 
organization, e.g., IMLS; coordinates 
all proyect tasks and promotes good 
relationships and communications 
among all team members; on larger 
projects, could be assisted by project 
coordinators or managers 


» task performers, who report to 
the project director and who are 
responsible for performing the 
project work 


» project sponsor, who mobilizes and 
maintains support for the project from 
the internal organization(s) that are 
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responsible for planning and doing 
the project; usually a representative 
of senior management 


» representatives of key stakeholder 
groups, €.g., partners, staff, and users, 
who contribute their perspectives on 
project issues 


» subject matter experts, who provide 
specialized expertise at various phases 
or steps of the project 


lf appropriate to the size and complexity 
of your project, plan to form a Steering 
or Advisory Committee of key decision 
makers to provide guidance and approval 
for your project's products and services. 

You may also need to add new members 
to the core team, or form sub-teams, to 
perform tasks during different project 
phases or activities, e.g., evaluation and 
implementation. 

Plan to clarify and document roles 
and responsibu.iities of the team members. 
Establish regular meeting times for your 
team(s) and be prepared to call ad hoc 
meetings as necessary. 

Once the project goals have been 
formulated in the phase Define the 
Project, think of ways to reinforce them 
throughout all the phases. For example, 
before you begin the Do the Project 
phase, consider conducting an opening 
or “kickoff” event to communicate 
about the project goals to all of your 
key stakeholder groups. 

Develop a communication strategy 
to keep your stakeholders engaged 
throughout all your proyect’s phases. 


It can be used to publicize your project's 
efforts and successes and to secure 
and leverage additional funding and 
resources. 

In developing your communication 
Strategy in all phases, consider the 
following: 


» what: the customized message that 
each stakeholder should receive about 
your project's progress 


» who: the most appropriate individual, 
group, Or organization to deliver 
your message 


» how: the most appropriate channel 
to use (e.g., face-to-face, telephone, 
voicemail, e-mail, ‘etter, video, Web 
page, conference call) to deliver 
your message 


» when: the most appropriate timing 
for delivering your message and how 
often to deliver it 


» feedback: the most appropriate 
mechanism to receive feedback 
on your message 


Make sure that you have a method 
in place to update and refine your 
communication strategy as the project 


progresses. 


Organizational Needs Analysis 
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In this unit, you will start the process 

of building your proyect idea. You want 
to make sure that your project supports 
your Organization's mission, its audiences’ 
needs, and its goals. We will use the 
following definitions for these key terms: 


» organization: the entity or 
collaborating entities that will plan 
and do the project; the entity could 
be departments or divisions within 
a larger institution 


» mission: the overall purpose of 
the organization 


» audiences: the individuals, groups, 
or institutions for which the 
organization's products or services 
are provided; examples include 
library patrons, museum visitors, 
other libraries, museums, or partner 
INSTITUTIONS 


» goals: broad results the organization 
wants to achieve for its audiences 


Connecting your project with the 
organization's role will help you acquire 
and maintain the necessary support 

for implementing and sustaining the 
results of the project. You will need 

the commitment of decision makers 
who allocate personnel, material, 

and financial resources to projects. 

One effective way to ensure the link 
between your organization and your 
project is to conduct an analysis of the 
organization's needs. By needs analysis, 
we mean the systematic process of 
identifying the gap between what you 


want to achieve for your audience 
(or product or service), on the one 
hand, and the current state (of the 
audience, product, or service) on the 
other, and determining appropriate 
solutions to close the gap. 

At the end of this unit, you will be 
able to perform the following tasks: 


» determine the types of data you want 
to collect about one or more of your 
organization's audiences, products, 
or services, including the gap between 
the result you want to achieve and 
the current state or condition 


® collect and analyze the data 


® select the most appropriate solution(s) 
to close the gap 


in the next unit, you will take the results 
of these tasks and identify the audience 
you want to focus on in your project, 
that is, the target audience. You will 
repeat this sequence of tasks at the 
target audience level. 

Make sure that your needs analysis 
1s regularly updated. The organization's 
environment and its audiences’ needs 
will inevitably change over time. This 
situation means that you need to 
take into account the many political, 
economic, competitive, social, tech- 
nological, demographic, and legal 
forces that can affect the organization's 
audiences and its other stakeholders. 
In addition to analyzing the external 
environment, it is important to 
understand the organization's internal 


environment—the resources and 
Capacities the organization brings to 
the work of its mission. 


TASK: DETERMINE TYPES OF DATA 


In conducting your needs analysis at the 
organizational level, at a minimum you 
should collect data about the following: 


» the result you want to achieve for 
one or more of your organization's 
audiences, products, or services 


® the current state or condition of 
the audience, product, or service 


» the gap between the desired result 
and the current state, the importance 
of the gap, and the cause(s) of the gap 


» the wants (wishes, desires, and 
preferences) and characteristics 
(attributes and abilities) of the 
audience(s), which will be discussed 
in more detail in the task Determine 
types of data in the Target audience 
needs analysis unit. 


This approach will enable you to select 
the best possible solution or combination 
of solutions to close the gap. 


Desired result 


Think about what you would like 

to achieve for one or more of your 
organization's audiences, products, 
or services. What are your reasons 
for wanting to achieve that result? 
Reflect on your past experiences and 
your assumptions. Find out detailed 
information by coriducting formal 
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research or informal research, using 
sources within your organization, as well 
as external sources. Informal research 

iS Covered in more detail in the task 
Collect and analyze data in the Target 
audience needs analysis unit. 

The desired result at the organizational 
level may be large in scope and apply 
to a broad audience. It can be expressed 
as an Outcome—a change or gain in 
knowledge, skills, attitudes, behaviors, 
Status, or life condition. Refer to the 
examples in Table 1. 

The desired result can also focus on 
the organization's products and services 
for the benefits of its audiences. It can 
be expressed as an output, that is, as 
an amount, level of quality, or volume 
of use of a product or service. For ex- 
ample, in the West Dakota State Library 
& Archives’ Keeping Our Heritage Project, 
the desired result is that physical collec- 
tions in West Dakota's small libraries, 
archives, and museums will be restored 
and protected from further deterioration 
so that audiences will be able to see and 
use them to further their educational 
and/or leisure-time interests. 

Make sure the desired result ts: 


» appropriate to the organization's 
mission 


» acceptable to key stakeholders 


» achievable within a certain time 
period that can be broadly defined, 
e.g., three to five years 


TABLE 1: Examples of Outcomes ; 


Type of Outcome Definition 

Knowledge What someone 
knows 

Skill What someone 
can do 

Attitude What s. »neone 
feels or thinks 
about something 

Behavior How someone acts 

Status Someone's social 
or professional 
condition 

Life Condition Someone's 
physical condition 


Example 


Students will increase their knowledge and 
understanding of West Dakota’s history. 


Students and teachers will be able to 
search a database of digitized objects. 


Students will demonstrate increased 
interest in science. 


High school social studies teachers will 
source materials in their lesson plans. 


The number of high school graduates 
in the community will increase. 


The rate of depression wiil decline among 
senior citizens who learn to use e-mail 
to communicate with family and friends. 


Take into account the resources 
(personnel, material, and financial) 
that your organization will potentially 
have available from internal sources, 
as well as from external sources, such 
aS partner organizations and grant- 
making institutions 


Current state 

You will also want to collect detailed 
data about the current state of your 
audience's skills, knowledge, attitudes, 
behavior, status, or life condition, or of 


your organization's products or services. 


This information will enable you to 
compare the current state with the 
results you want to achieve. The more 
precisely you can describe the current 
State, the better equipped you will be 
to select appropriate solutions. 


Gap 


The next component of a needs analysis 


iS to examine the gap between the 
result you want to achieve, on the one 


hand, and the current state or condition 
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of the audience, product, or service, on 
the other. Look at both the importance 
of the gap and its cause(s) Determine 
the importance of the gap by asking 
these questions 


» How large is the gap? 


d If the organization succeeds in closing 
the gap, what difference will it make? 


® What will the consequences be if the 
gap Is not closed? 


if you decide that the gap i's significant, 
ask these questions 


® Can your organization attempt to 
close the gap alone, or should it 
consider selecting partner organiza- 
tions to help close it? 


» Are other organizations addressing 
the gap? 
» If so, are they addressing it adequately? 


» Can your organization complement 
what other organizations are doing? 


if the need is not significant in either 
the short or the long term, or if it 

is being adequately met by other 
organizations, it might not be worth 
your organization's efforts. identify 
the cause(s) of the gap. Make sure 
that you (and your stakehoiders) 
carefully document and analyze the 
potentially multiple causes of the 
needs that have been identified. 

A need can arise from the following: 


» changes or opportunities in the 
organization's environment: 
Examples include the introduction of 


new funding sources, community 
awareness, new technologies, 
processes, or approaches, demo- 
graphic changes, political or 
economic changes, and budget 
increases Or reductions 


» problems or deficiencies: These 
may be related to the organization's 
audiences, e.g., lack of audience 
satisfaction with or access to key 
products and services, or a lack or 
decline in skills and knowledge that 
the audience needs. Other problems 
or deficiencies can be found within 
the organization, e.g., its structure, 
internal processes, human resource 
practices, equipment, or technology 
If these dimensions are changed or 
improved, the organization will be 
able to serve its audiences better 


TASK: COLLECT AND ANALYZE DATA 


Once you have decided on the types of 
data that you need to have about your 
organization's audience or its products 
or services, determine how you are 
going to collect and analyze this infor- 
mation. The following list represents a 
wide range of possibilities. 
» Reflect on and document 
your experiences. 
» Document your assumptions, that 
iS, the propositions or principles which 


yOu suppose are true or that you take 
for granted 


8 Consult your organization’s 
strategic plan, including its mission, 
needs analys:s, goals, programs, 
resources 


» Conduct or cite informal research, 
which involves the use of procedures 
that can be documented to collect, 
analyze, and interpret data and draw 
conclusions with enough confidence 
and credibility to serve the purposes 


of proyect management 


» Conduct or cite formal research. 
which involves the use of systematic 
procedures recognized by a community 
of scholars for collecting, analyzing, 
and interpreting data for some pur- 
pose Formal research enables you 
to draw tentative conclusions about 
cause-and-effect relationships among 
phenomena, eg, your project's 
services and benefits to the target 
audience, and about the effectiveness 
of one approach or project in com- 
parison to another one 


Your choice of one or a combination 
of these approaches depends on the 
size and complexity of your project, 
the availability of resources, and the 
expectations of your stakeholders Be 
sure to provide evidence from any one 
or a combination of these possibilities 
to support each component of your 
needs analysis, including the desired 
result, the current state, and the gap 
analysis. You will be able to make a 
stronger case to your stakeholders, 


enabling you to obtain the necessary 
support for your proyect 

Data sources and data analysis for 
informai research will be discussed in 
more detail in the task Collect and 
analyze data in the Target audience 
needs analysis unit 


TASK: ANALYZE AND SELECT 
SOLUTION 


Now that you have collected and ana- 
lyzed data about the gap between the 
desired result and the current state, 
it S terme to examine possible solutions 
to close the gap 

Here are two possible solutions on 
which your proyect could be based 


» developing a new or improved 
product or service to meet the 
audience's need 


» closing a gap in the audience's skills, 
knowledge, attitudes, behaviors, 
Status, or life condition 


The West Dakota Keeping Our Heritage 

proyect describes both types of solutions 

in order to close the gap in students’ 

knowledge of West Dakota's history, 

the project will 

» develop a database of digitized primary 
source materials for teachers and 
students—an example of a new service 


8 instruct teachers and students in how 
to in use digitiwed promary source 
materials—an example of closing a 
gap in the audiences skulls 


In selecting from possible solutions, 
consider the nature and the size of the 
gap yOu analyzed in the previous task 
Will the solution adequately address the 
gap you identified in the previous task? 

Also consider the following important 
factors for each solution 


8 approxmate costs of required resources 
(personnel, materials, and services) 


® availability of required resources 
» benefits of each of the solutions 


8 Costs in Comparison to the benefits 
(cost-benefit analysis) 


B risks (events or Conditions that could 
have a positive or negative impact on 
the project) 

D risks in relation to benefits (risk analysis) 


Each of these factors will be discussed 
in more detail in the task Analyze and 
select solution in the Target audience 
needs analysis unit 

For additional information on the topics 
in this unit, refer to the examples on the 
next pages and the Selected Resources. 


EXAMPLE: CONTINUING 
EDUCATION, CURRICULUM 
DEVELOPMENT, AND TRAINING 


West Dakota State Library & 
Archives ‘Keeping Our Heritage’ 


Desired result 

What is the result you want to achieve 
for one or more of your organization's 
audiences, products, or services? 


Histoncal collections in West Dakota's 
small branes, archives, and museums 
will be restored and protected from 
further deterioration 


Current state 


What ts the current state of your 
orgamization’s audience, product, 
or service? 

Results of a 2000 West Dakota 
Statewide survey of history and special 
collections documented the poor-to-dire 
physical condition of many of the 
collections 


Gap 
How important 1s the gap between the 
desired result and the current state? 

if the collections are not preserved, 
patrons will not be able to observe and 
use the collections for educational 
and/or lersure purposes. An important 
part of West Dakota's early history 
will be lost 

What is the cause(s) of the gap 
between the desired result and the 
current state? 

One cause 1s that staff and volunteers 
in West Dakota's do not have sufficient 


knowledge and skills to treat many of 


the physical problems of the collections 
This ts documented in the 2000 West 


Dakota statewide survey 


Solution 
What ts the best solution(s) to close 
the gap? 
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The best solution 1s to emprove the 
skills and knowledge in physical 
collection care procedures of the staff 
and volunteers in West Dakota's smal! 
hbranes, archives, and museums 


Desired result 


What 1s the result you want fo actweve 
for one or more of your orgamzation'’s 
aumences, products, or services? 

West Dakota nigh schoo! students will 
increase thew interest in and knowledge 
of West Dakota state Nstory 


Current state 


What 1s the current state of your orga- 
mzation’s audience, product or service? 
West Dakotan high schoo! social 
Studies teachers report that a significant 
number of thew students perform poorly 
on tests and on the research proyect for 
the required state hstory unit They also 
note that students appear unmnterested 
in hwstory and that holding students’ 
attention in class +s Challenging 


Gap 

How important 1s the gap between 

the desired result and the current state? 
The gap 1s not only a local sue, but 

a Nationa! problem as well National 


Studies show that many high schoo! 
graduates have poor knowledge of 
history 

What is the cause(s) of the gap 
between the desired result and the 
current state? 

One of the key causes ss that teachers, 
as well as students, are not famrhar 
with primary source materials, which 
could support the state's standardized 
curncula for state and local history 
and ennch the classroom 


Solution 

What 1s the best solution or combr- 

nation of solutions to close the gap? 
The best solution 15 to instruct teachers 

in the use of digitized materials in the 

classroom 


Assumptions and evidence: 

if premary source materials were 
convemently avasdable in digital formats, 
and students and teachers knew how 
to find and cite them, they would use 
them more The results of intervews 
with participants in the Library of 
Congress: Amencan Memory Fellows 
Program for teachers and libranans 
revealed that adding digitized primary 
source materials can ennch teaching 
and research possibilities Refer to 
nttp //memory loc gov/amineny 
ndipedu/educatorsy/index htm! 
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Desired result 


What 1s the result you want to actneve 
for one or more of your organization's 
audiences, products, or services? 
Small to mid-sized museums across 

the state will have effective disaster plans 
in place to protect the collections from 
water, smoke, fire damage, and effects 
of other natural disasters 


Current state 


What rs the current state of your 
orgamzation’s audience, product, 
or service? 

Only 20% of the respondents indicated 
that have disaster response plans in 
place and 80% of these respondents 
felt that thew plans were imadequate 
to protect the collections from water, 
smoke, and fire damage 


Gap 
How important 1s the gap between the 
desired result and the current state? 

A recent WDMA survey revealed that 
the number one concern among West 
Dakotan museums 15 disaster prepared- 
ness and response Thvs 1s partly the 
result of a senes of devastating tornadoes 
that hit several West Dakotan towns 


last year 


What 6s the cause(s) of the gap between 
the desired result and the current state? 

Many of the survey respondents noted 
that they had little or no tramwng or 
expenence in developing of updating 
thew Grsaster plans 


Solution 


What 1s the best solution or combination 
of solutions to Close the gap? 

The best solution 1s to prowde skills 
and knowledge to the WOMA member- 
ship in Grsaster planning and response 
The WDMA has a 10-year hestory of 
providing training for museum staff 
and volunteers, so it 5 appropnate for 
the association to meet thes constituent 
learning need 


West Dakota Riverland History 
Museum ‘Community Connections’ 


Desired result 

What 1s the result you want to achveve 

for one or more of your orgamzation’s 

audiences, products or ~ervices? 

Our goals are to 

8 strengthen the integration of recent 
imrmmgrants into Our Communities 
and ease intercultural stresses by 
helping these new residents begin 
to document thew own culture 
and expenence for the community, 
and burld Engirsh-language and 


intercultural Commutmcation skills 


® encourage long-time resident: to 
asst Cultutal integration and 
recogmze how thew cultures and 
traditions relate to those of the 
new resident, whch will contribute 
to increased Mutua! tolerance 


for diversity 


Current State 


What ss the current state of the 
audencets), product(s), or servecets)? 
What are your assumptions or 
evidence? 

in the past few years Our Community 
media and schools nave reported 
iNcreasNg iNdications of stress among 
recent imrmgrant groups and between 
those groups and longer-term residents 
Museum staff confirmed ths pheno- 
menon in focus groups, Grscussions 
with cc leaders among the Riverland 
countes, and with socal serwce pro- 
viders to Major immigrant Communities, 
6 visitor survey, and an analysis of 
Gemogr apc researc! 


Gap 

How important 1s the gap between 
the desired result and current state (mn 
terms of size. orgamzational pronties, 
consequences of not closing it. benefits 
of closing it)? 

Part of the mission of RHM 1s to collect 
and exhibit materials about the people 
and places in the Riverland region, but 
RHM does not yet have any materials 
representing the new immigrant 
communities 


What 1s the cause(s) of the gap between 
the desired result and the current state” 
How do you know? 

Research suggests that unfamuarity 
with other cultural norms contributes 
to mmterc ultural stress Factors in slow 
community integration also include 4 
sense of invalidation or non-inciusion 
by another or surrounding culture, and 
a tendency for new mmrmgrants to remain 
withen thew cultural group and reinforce 
thew “home” culture Finally, lanquage 
and intercultural Communication skills 
are key to indmiduals successful func- 
horwng across Many dimensons Where 
no Common language exsts or Common- 
language skills are munumal, imtercultural 
stresses increase We bebeve RHM 
can help reduce these factors, mprove 
intercultural tolerance, and imtegrate 
mrmgrants into the community 


Solution(s) 

What 1s the best solution(s) to Close the 
gap’? How do you know? 

We want to heip the mmrmigrant com- 
muntes feel represented in the hrstoncal 
record of the region by documenting 
thew cultures We plan to focus on family 
photographs because we learned that 
many farmwhes have preserved special 
photographs, even when other family 
belongings have been left betnd. and 
that photographs are now 4 nearly 
universal element of celebrations 

We also beleve we can help bridge 
cultural gaps and increase intercultural 
expenence by making connections 


through traditions and food ways 
A summer weekend event patterned 
on the Smithsonian folkiite festivals 
vel eve farmmes expenence in hobday 
/U¥Qems and celebration food of the 
(multiple) Cultures of major immigrant 
groups in the region We have iden- 
thed hobdays and celebrations such 
aS weddings as being of significant 
pleasure and value to all cultures con- 
cerned, and havwing relatively modest 
potential for mtercultural conflict 
Research shows that indmiduals’ 
attitudes and choices are based first 
on thew own expenence and second 
on the advice of trusted frends and 
farmly members if we can prowde 
highly positrve cross-cultural expenences 
and skills for a few members of each 
community who are seen by thee 
communities as trustworthy informants 
and who have many social Connections 
within thew Community, we can seed 
meaningful change We plan to team 
mune key representatives, who will 
be called “Community Consultants” 
(CC), from these communities with 
long-time museum volunteers, in order 
to develop bi-lingual information 
about the photographs for the collection 
and an exhubit 


NLG Project Planrung | Define the Proyect | Organizetional Needs and Anatyws 


At ths port on developing your proyect’s 
scope, you Nave decided on 2 solutionis) 
to close the gap dentifed im relation to 
yOur Organizations audiences, products, 
or services Now you will examune the 
auaence that will be the focus of your 
proyect These indmwiduals, groups, or 
organizations will be reterred to as your 
prectS target audience. 

We recommend ¢ erforrmng the same 
sequence of tasks for the target audience 
that you Carned Out in the prewous unit 
at the orgamzationa! level The details 
o* these needs analysis tasks will differ 
because yOu are performing them in 
@ narrower context 

At the end of ths unit, you will be 
able to 
® entity the target audience for your 

project 
® determine the types of data you need 

to collect about your target au@ence, 

MCuGiNg the gap between the dewred 

result and the current state 


® collect and analyze the data, using 
ntorma!l research 


8 select the Most appropriate solu Ors) 
to Close the gap 


Once you perform these tasks, you will 
nave tre bass for formulating the 
project goals 

Your project enwronment and your 
target audence’s needs will change 
as the provect develops Moreover, the 
mpiementation of your proyect will have 


an imp.xt on the needs of the target 
aumence and the various stakenoiders 
Establish a system for keeping your 
needs analyss updated Decide how 

it will be updated and how often, and 
who vall be responsible “or thes task 


TASK: IDENTIFY TARGET AUDIENCE 


OF Organizations you re Considering as 
the focus of your proyect, that 6, your 
target audience. You can choose to 
concentrate on one of your organization's 
auaences, eg. staff and volunteers in 
the state's small museums, libranes, and 
archwves, or a small group representing 
a larger audience, eg, 10th grade 
social Studies teachers in one of West 
Dakota's regions Your project may 
have more than one target audience, 
for example 
® immediate beneficiaries: | ge! 
aumences) that well expenence the 
proyect’s benefits on the earhest stages 
of its emplementation, and whose 
involvement May be necessary to 
ensure that the organization's desired 
results are fulfiliec 


» intermediate beneficianes: ‘ne 
target audence(s) that will expenence 
the project's benefits within one 
to two years of its implementation 

» long-term beneficiaries: "he target 
audences) that will expenence the 
project's benefits after its completion 
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Thes Grstenction 1s emportant because the 
needs, wants, and characteristics of any 
two target audiences will kely differ 
The immediate Deneficianies Could be 
the mam focus of your project if at all 
possible, analyze the needs of the long- 
term heneficanes, too 

in the images of the West Dakota 
Territory proyect the needs of two target 
audiences are analyzed The schoo! 
teachers are the wmmediate beneficianes 
of trarqwng in morporating digitized 
materia’s in thew lesson plans, and thew 
students are the intermediate and 
long-term beneficianes of »mproved 
teaching methods 

An understanding of the needs of the 
longer-term beneficianes can help you 
decade on the specific solutions to use mn 
addressing the immediate beneficianes’ 
needs 


TASK: DETERMINE TYPES OF DATA 


Collect the following types of data about 
the target audience or auchences yOu 
identified in the previous task 


® the result you want to actweve for your 
target audience or for the products 
and services you will prowde for them 

® the current state or condition of the 
target audience or of the products 
and services 


® th gap between the desired result 
and the current state, the umportance 
of the gap und the cause(s) 


® wants (wishes or desires of the target 
auaence: 

® charactensty” (atinDutes anc abulrtes 
of the target audience) 


Trws will enable you to select rhe best 
possibile solution or combination of 
solubors to Clow the gap 


Desired result 


Trunk about the result you want to 
actueve for the target audience Wentrhed 
in the previous task Desired results for 
the target audience Can be expressed as 
outcomes and/or outputs 

As you learned in the previous unit, 
an outcome refers to Changes or gains 
in knowledge, skills, attttudes, behaviors, 
Status, or life condition that you would 
hke the target audience to actweve For 
example, the desired result for the target 
audience in the Keeping Our Heritage 
proyect 1s that staff and volunteers mn 
West Dakota's small libranes, museums, 
and archives will demonstrate basic 
skills and knowledge in physical care 
of collections procedures 

An output 5s a measure of the ammount, 
Quality, or volume of use of the service 
of product that you want the proyect to 
actweve The desired output 1s typically 
expressed in numbers, e.g . number of 
visitors to an exhibit or a web page, 
participants in a workshop, certificates 
or Continuing education units earned 

it may also include a Quality staternent, 
such a5 an existing or a new standard 


or expectation for the product or 
service, €.g., providing a database 
of digitized primary sources meeting 
technical standards and user 
requirements. 

Keep in mind that an output describes 
an opportunity provided by the project 
for its audiences. Unlike an outcome, 
it does not tell how an audience will be 
affected by a change or gain. 


Current state 


if the solution you selected in the 
organizational needs analysis focuses 
On providing a new or improved product 
or service for your target audience, i.e., 
a desired output, gather information 
on the current state of the products 
and services available to that target 
audience(s). If the solution you selected 
addresses a desired outcome, collect 
data on the target audience's current 
knowledge, skills attitude, behaviors, 
Status, or life condition. 

Describe the current state of your 
target audience or of the product or 
service as specifically as you can. This 
will enable you to determine the causes 
of the gap between the desired result 
and the current state and to find the 
best solution to close it. It will also serve 
as a baseline to measure the extent to 
which you have achieved the desired 
result for your target audience(s). 


Gap 
Examine the gap between the result 
you want to achieve and the actual 
condition of the target audience, or 
of the products and services available 
to them. 

Determine the importance of the 
gap by asking these questions: 


» How large is the gap? 


D If the gap is closed, what difference 
will it make? 


B What will the consequences be if 
the gap is not closed? 


identify the cause(s) of the gap. Make 
sure that you (and your stakeholders) 
carefully document and analyze the 
potentially multiple causes of the needs 
that have been identified. 


Wants 

In order to select the most appropriate 
solution or combination of solutions to 
close the gap, find out about the target 
audience's wants. We define wants as 
wishes, desires, or preferences. 

For example: 


B What is the target audience's level of 
interest in or motivation for participa- 
ting in the project or using the product 
or service? 

» What are their preferences with regard 
to duration, location, and timing of 
various solutions? 


» What are their preferred ways to give 
and receive information? 


cI teristi 

Obtain inforrnation about other relevant 

target aucence characteristics. We define 

characteristics as attributes or abilities 

of the target audience that are important 

to take into account in selecting the best 

solution to meet their needs, such as: 

B estimated number of people who 
comprise the target audience 

» differences between the target 
audience and the broader population 
your organization serves 

D similarities between the target 
audience and the populations that 
comparable organizations serve 


» geographical location(s) of the target 
audience 


B language skills 
D disabilities 
» education level 


TASK: COLLECT AND ANALYZE DATA 


How to collect the data 
After you have decided on the types 
of data to collect about the target 
audience, select the most appropriate 
approach(s) to collect the data. Draw 
on one or more of the following: 
B your experiences or those of 

your colleagues 
» your assumptions 
» informal research 
» formal research 


if you decide to conduct informal 
research, consider using one or a 
combination of the following sources: 


» written questionnaires or surveys 


» knowledge or performance 


assessments 
» structured observations 
» focus groups 
» telephone interviews 
The Matrix of Common Needs 
Analysis and Evaluation Sources 
summarizes the purpose, requirements, 
advantages, and disadvantages of each 
of these data sources on page 64. 
Determine which group or subgroup 
to which you will apply these sources, 
i.e., your “applied to” group or sample. 
This could include one or a combination 
of the following: 


» target audience representatives 

» other users or beneficiaries of the 
organization's products or services 

» stakeholders who interact with the 


target audience, e.g., staff members, 
teachers, Board members 


» subject matter experts 
» resource providers 


lf appropriate, collect evidence about 
your target audience's skills, knowledge, 
attitudes, behaviors, status, and life 
condition from documents, e.g., test 
results, attendance and progress reports, 
journals, and logs. 
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In selecting the best combination of 
sources to use in collecting data about 
your target audience, think about the 
characteristics of your situation, e. g., 
the size of your sample, the willingness 
of your sample to participate in the data 
collection effort, the depth and breadth 
of information you require regarding 
their needs, and the resources (material, 
human, and financial) available to you 
to conduct the analysis. Use the Matrix 
of Common Needs Analysis and 


TABLE 2 N ar: 11 7 Y ~~ 


Cakulation Descnption 


Percentage 
Frequency 


Evaluation (page 64) sources to help 
you select the best tools to use for your 
particular situation. 

Keep in mind that using more than one 
source and more than one “applied to” 
group in your data collection effort will 
give you a more accurate picture of your 
target audience's needs. 


How to analyze the data 
Decide how you will organize, process, 
and present the information you 


Given rate or proportion in every hundred 


A count of the number of times a response is given, a score is 


attained, a category of data is mentioned, or a behavior occurs; 
enables you to see where responses or behaviors tend to cluster 
and the amount of disagreement among respondents; can be 
expressed as a percentage 


Mean (average) 


The sum of numerical responses, divided by the number of 


responses; enables you to compare responses of different 
groups but can be pulled toward the extreme score 


Mode The most frequently occurring number 


The middle number in a series of numbers; because it is 


unaffected by the value of the scores, it is useful when you 
have a typically large or small scores 


Range The difference between the highest and lowest scores in a 


distribution 
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collected. If you are conducting informal 
research, organize your findings in 
numerical and/or narrative form, 
depending on the nature of the data 
you collected from your sources. 

Organize your findings in numerical 
form. Several simple calculations that 
are the most useful and can be easily 
computed by a spread-sheet application 
are listed and described in Table 2. 

You can use these calculations to 
organize information that can be 
assigned a numerical value. Examples 
include surveys with Likert scales, 
tests with forced-choice questions, or 
structured observations with checklists 
indicating the number of times (the 
frequency) participants use a certain 
behavior. 

Organize your findings in narrative 
form. Data from open-ended responses 
can be typed verbatim into a table and 
then categorized based on themes. You 
can also combine this approach with 
the numerical analysis by assigning each 
response to a category and calculating 
the frequency, or the number of times, 
each category is mentioned. 

What does the data tell you about the 
target audience's needs, wants, and 
characteristics? Do a reality check with 
key stakeholders. Think about the best 
way to present your findings to each of 
your stakeholders and to obtain their 
feedback. Your findings will be the most 
important factor to consider in analyzing 
and selecting the best solution to meet 
the target audience's needs. 


TASK: ANALYZE 
AND SELECT SOLUTION 


Consider the results you hope to 
achieve for your target audience. Think 
of possible solutions that will close the 
gap between the desired result and the 
current state of the target audience and 
address relevant wants and characteris- 
tics. Compare the solutions you have 
selected on the basis of other predeter- 
mined criteria, e.g., benefits, costs, 

and risks. 


Benefits 

Benefits are advantages that a project 
solution could bring to your stake- 
holders. For each potential solution, 
consider both short-term and long-term 
benefits at different levels, for example: 


» target audiences 


» Organizations 
» museum and library fields 


For target audiences, benefits can be 
expressed in terms of improvements 
or gains in skills, knowledge, attitudes, 
behaviors, status, or life condition. 

For organizations, benefits can include 
increased revenues, COst savings, 
improved productivity, improved 
quality of products or services, or 
better personnel performance. 


Costs 


Estimate roughly how much the solu- 
tion will cost in terms of personne! 
(both permanent and temporary), 
equipment, materials, and services 
(e.g., supplies, advertising, facilities). 
Consider also the costs of not doing 
or of delaying the provision of new 
or improved products or services if 
the solution is undertaken. 

Conduct a cost-benefit analysis by 
comparing the desired results of each 
potential solution with the expenses of 
planning and doing it. This can be done 
informally. For example, divide a page 
into two columns; label one “pros” 
and the other “cons.” A more formal 
comparison can be done by assigning 
numerical values to the anticipated 
benefits and comparing them to 
estimated costs. 

Risks 

Risks are events or conditions related 
to the project participants, the organi- 
zation, or the external environment 
that could have an impact on your 
project. Risks include both threats to 
the implementation of the project's 
soiutions and opportunities to improve 
on the implementation of the solution. 

Conduct a risk analysis by identifying 
potential risks of each solution. Decide 
on the likelihood and the degree of 
impact of each risk, and select strategies 
to eliminate or manage it. Consider if 
the benefits of the project outweigh 
the risks you have identified. 


Other factors 
Other questions to consider in selecting 
a solution are: 


® What relevant work has already been 
done, if any, to address these needs, 
and what were the results? 


® Has the work already been done for 
this target audience in this type of 
institution ? 


® What (else) should be done to address 
the target audience(s) needs? 


» What existing or emerging standards 
or best practices can be used? 


At this point, it is appropriate to examine 
the criteria of potential funding sources 
for your project to determine which 
funding program's requirements and 
priorities match your target audience's 
needs. If there is not a good match, 
consider researching other sources of 
funding. 

For example, for an IMLS National 
Leadership Grant consider these criteria 
when matching your solutions to the 
funding guidelines: 

» Will the proposed solution have a 
far-reaching impact through results 
or products that benefit multiple 
institutions and constituencies? 


» Will the proposed solution result 
in workable models that have the 
potential for successful, wide-scale 
adaptation by institutions of similar 
size, discipline, or resources, or will 
it produce wide reaching results? 


Refer to the priorities in “Categories 
of Funding” in section 2 of the 

NLG Guidelines and the Application 
Evaluation Criteria, e.g. “National 
impact,” “Adaptability,” and 
“Design,” in section 3 of the Guidelines 
http:/Awww.imls.gov/grants/appV 
index. htmé#nig! 

Now you are ready to select the best 
possible solution or combination of 
solutions to close the gap you identified 
in the previous tasks. You have consi- 
dered the wants and characteristics of 
your target audience, as well as benefits, 
costs, risks, and other relevant factors. 
Figure out the best way to communicate 
your recommended solution to the 
appropriate stakeholders and obtain 
their feedback. 

For additional information on the 
topics in this unit, refer to the examples 
on the next pages and the Selected 
Resources. 


EXAMPLE: CONTINUING 
EDUCATION, CURRICULUM 
DEVELOPMENT AND TRAINING 


West Dakota State Library & 
Archives ‘Keeping Our Heritage’ 


Solution (Organizational needs analysis): 

The best solution to restore the historical 

collections and prevent their further 

deterioration is to improve the skills and 

knowledge in physical care of collections 

procedures of the staff and volunteers 

in West Dakota's small libranes, archives, 

and museums. 


Target Audience(s) 
Who is the target audience(s) for 
the project? 

immediate: Staff and volunteers of 
West Dakota’s small libraries, archives, 
and museums 

Long-term: Library, archive, and 
museum audiences who will be able 
to see and use the historical physical 
collections 


Desired result 


What is the result you want to achieve 
for the project's target audience(s)? 
Staff and volunteers of West Dakota's 
will acquire basic skills and knowledge 
of physical care of collections techniques 
that are safe for the collections yet allow 
the objects to be viewed by the library, 
archive, and museum audiences. 


Current state 


What is the current state of your 
project's target audiences), product(s), 
or service(s)? 

According to the 2000 statewide 
survey of historical and special 
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collections, staff and volunteers lack 


basic knowledge and skills in physical 
care of collections procedures. 


Gap 

What ts the best solution or combination 
of solutions to close the gap and achieve 
the desired result? 

While there have been regional and 
State-based preservation training initia- 
tives in the past, there 1s no training 
currently available in the state to meet 
this need. Most small institutions cannot 
afford to send staff and volunteers out 
of state for training 


Solution(s) 

What is the cause of the gap between 

the desired result and the current state? 
The best solution is to provide a series 

of learning opportunities, including: 


» video workshop at locations 
throughout the state showing 
basic procedures 


» e-mail list with conservators 
answering questions and 
providing assistance 


8 closing “hands-on” workshop 


Benefits 


What is the cause of the gap between 
the desired result and the current state? 
While there have been regional and 
State-based preservation training 
initiatives in the past, there 1s no training 
currently available in the state to meet 


Risks 
What are some of the risks of the 
proposed solution(s)? 


Not ali of the participants will be able 
to get to the workshops. 


Some participants may not have 
equipment and knowledge essential 
to participate in the e-mail list. 


people's learning or invest in the low- 
cost materials they will need to do the 
work. 


Turnover of staff and volunteers 
means that the skills learned in the 
program may be lost. 


Strategres 
What are strategies for eliminating or 
managing each of the risks? 


Plan to train selected staff and volunteers 
to deliver instruction to participants who 
were unable to attend the workshops. 


Plan to make the same information 
available in printed form. 


Ask each institution that wants to send 
staff and volunteers to the program to 
provide evidence that it will support the 
new skills and knowledge. 

Pian to train selected staff and volunteers 


to deliver instruction to new staff and 
volunteers. 


this need. Most small institutions cannot 


afford to send staff and volunteers out 
of state for training 


Costs 
What are the approximate costs of the 
proposed solution(s)? 
The costs will include: 
» production and broadcast costs for 
the video workshop and the manual 


® travel for volunteers and staff to 
participate in the video workshop 
at sites around the state 
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» managing the e-mail list 


9 travel and workshop costs for the 
final session at the state capital 


» staff time for the State Library & 
Archives employees who will be 
instructors or help with the 
workshop; release time for archives, 
library, and museum staff who will 
participate in the workshops 


West Dakota State University 
Libraries ‘images of West Dakota’ 


Solution (organizationa! needs analysis): 
The best solution to help increase high 
school students’ interest in and know- 
ledge of West Dakota history ts to 
instruct teachers in the use of digitized 
materials in the classroom. 


Target Audience(s) 

Who ts the target audience(s) for 

the proyect? 

» immediate beneficiaries: 10th grade 
social studies teachers in West Dakota's 
Capital region 

» Intermediate to long-term benefi- 
ciaries: Students of 10th grade social 
studies teachers in West Dakota's 
Capital region 


Desired result 
What ts the result you want to achieve 
for the proyect’s target audience(s)? 


» Tenth grade social studies teachers 
will be able to incorporate primary 
source digitized materials in their 
curricula plans for the required 10th 
grade state history units. 


» Students of the 10th grade social 
Studies teachers will have the ability 
to use primary source materials for 
historical research assignments. 


Current state 


What is the current state of your 


project's target audience(s), product(s), 
or service(s)? 


Social studies teact 
® One finding of several focus groups 
with West Dakota's social studies 
teachers 1s that many lack knowledge 
of the state's digital primary source 
materials, the skills to use them in their 
teaching, and the skills to strengthen 
students’ level of information literacy 
However, they expressed interest 

in learning about digital resource 
materials and how to use them 


What are some of the risks of the 
proposed solution(s)? 


Teachers who complete the workshop 
training may not be able to transfer 
their learning into classroom practice. 


Students may be unable or unwilling 
to use the digitized primary source 
materials in their research projects. 


Evaluative information we get from 

the project is not compelling enough 
to expand the project throughout the 
state. 


High school students 


8 Many students appear to lack mterest 
in hestory and the knowledge and skills 
to use online resources for history 
research 


Gap 

What ts the best solution or combination 
of solutions to close the gap and achieve 
the desired result? 

One possible cause 1s that traditional 
methods used to teach high school 
history are not effective in motivating 
Students and increasing thei history 


knowledge. 


Solution(s) 
What ts the best solution(s) to Close 
the gap and achieve the desired result? 


®» West Dakota Territory materials 
(1830-1880) will be selected and 
digitized, and then made available 
via the WD State University Library 
Web site. A State Department of 
Education specialist will be consulted 
about the kinds of materials that 


might be useful for teaching the 
Standardized curriculum. 


® in collaboration with the State 


Department of Education, the Libranes’ 


Digitization Team will conduct two 
three-day workshops for 10th grade 
social studies teachers in two Capital 
area school districts; the workshops 
will be scheduled in the summer 
when it 1s most convement for them 
to participate. 

» A web-based conference board will 
be set up so that teachers can share 
the curnculum plans and discuss how 
their work with the students ts going. 


» Participating teachers will require 
students to conduct a state-history 
research project of personal interest, 
using the WDSU digital collection as 
one resource. Such a research report 


IS a required part of the 10th-grade 
West Dakota state history unit. 


» The State Department of Education 
views this project as a pilot that they 


hope will be expanded throughout 
the state. 


Benefits 


What ts the cause of the gap between 
the desired result and the current state? 


» Students and teachers will have 
strengthened academuc skills, e.g. 
information literacy, research tools, 
history knowledge. 


Costs 


What are the approximate costs 
of the proposed solutions? 
Costs include: 


» Setting up and conducting teacher 
workshops 


8 Hiring a curnculum specialist to help 
design the workshop and to serve as 
@ resource person during each session 

» Setting up and managing the web- 
based conference board 


West Dakota Museum Association 
(WDMA) ‘Disaster Response Planning’ 


Solution (Organizational needs analysis): 
The best solution to help small to mid- 
sized museums put into place effective 
disaster plans is to provide skills and 
knowledge to the WOMA membership 
in disaster planning and response. 
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Target Audience(s) 

Who is the target audience(s) for 

the project? 
immediate: Museum staff from 

around the state who work in small 

to mid-sized museums 
Long-term: Visitors who observe and 

use the physical collections which will be 

protected from vanous kinds of disasters 


Desired result 

What 1s the result you want to achieve 

for the proyect’s target audrencess)? 
Small and mid-sized museums will have 

effective, up-to-date disaster plans in 

place, and staff will be able to use appro- 

pnate treatments for damaged materials 


Current state 

What is the current state of the project's 
target audience(s) or of the products 
or services your organization provides 
for the target audience? 

The WDMA's member survey last 

year showed that museum staff lack 
skills and knowledge in disaster planning 
and response 


Gap 
What 1s the best solution or combination 
of solutions to close the gap and achieve 
the desired result? 
Consistently over the past seven years, 
WDMaAS surveys have shown that time 
away from the museum 1s the biggest 
hurdle museum staff have in taking 
advantage of learning opportunities, 
such as disaster planning and training 


Sobution(s) 


Whai 1s the cause of the gap between 

the desired result and the current state? 

The approach has two phases 

1 There will be two workshops broad- 
Cast around the state on how to 
prepare or update a museum Gisaster 
plan The sessions will be wewed 
m real time at two branches of the 


State university, allowing interaction 
with the instructor 


2. Then there will be a senes of hands- 
on workshops on responding to 
various disaster conditions. These 
workshops will be heid in all regions 
of the state in order to reach the rural 
and far-flung population, minimize 
the tume away from the museum for 
training, and prowde smaiiler classes 
with more indmdualized instruction 


Benefits 

What are some of the benefits of the 

proposed solution(s)? 

Short-term: 

® Regional locations for the broadcast 
portion of the workshops will enable 
museum staff to interact with the 
imstructor and with other students 
iN a Classroom setting, 


8 Small group hands-on workshops 
allow face-to-face learning, direct 
contact with the instructor, and the 
opportunity to learn the techniques 
for salvaging different kinds of 


damaged materials. 
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Resks 
What are some of the risks of the 


There could be technological problems 
with the real-time broadcast that are available the day of the broadcast to 
difficult to overcome. handle any problems that arise 
® Both types of workshops provide EXAMPLE: MUSEUMS IN 
the museum staff with options that THE COMMUNITY 
are located within a reasonable 
distance of most museums, munimizing West Dakota Riverland History 
the teme away from work Museum ‘Community Connections’ 
Costs Solution (Organizational needs analysis) 
What are the approximate costs of We plan to team nine key representa- 
the proposed solution(s)? tives, who will be called “Community 


The costs will include: 

® staff teme of the museum 
professional participants 

» supplies for the workshops 


® time for the instructors to develop 
and test both workshop components 


® travel for instructors and staff to attend 
the workshops 


Consultants” (CCs), from the immigrant 
communities with long-time museum 
volunteers, in order to develop bilingual 
information about photographs and 
recipes of cultural traditions. 


Target Audience(s) 

Who ts the target audience(s) 
for your project? 

immediate beneficiaries (wil! benefit 
in the first year of the proposed proyect’s 
mnplementation) Nine key representat-ves 
from the target immigrant communities 
(Eastern Europe, South Amenca, and 
Afnca), museum staff and volunteers 

intermediate beneficiaries ||! 
benefit within one to two years of 
the project's implementation): Event 
and exhibit visitors (Riverland residents 
in general) 

Long-term beneficiaries (will benefit 
after the conclusion of the proposed 
proyect) Riverland residents in general 


Desired result 

What ts the result you want to achieve 
for one or more of your organization's 
audiences, products, or services? 

Our goals are to 


® Build English-language and 
intercultural Communication skills 
for community consultants (CCs) 


® Build a sense of place in the com- 


munity and RHM for community 
consultants 


» Build networks between community 
consultants and longer-term 
volunteers 


» Create a corps of diverse potential 
volunteers for the museum 


® Increase staf? comfort and skill 
in working with diverse visitors 
and volunteers 


» Increase use of the museum by recent 
imermgrants 

® increase participants’ knowledge 
of other cultures in the community 


» increase mutual knowledge among 
members of the diverse communities 


Current State 


What 1s the current state of the 
audrence(s), product(s), or service(s)? 
What are your assumptions or 
evidence? 

Riverland 1s expenencing stresses as 
its New immigrant Communities grow. 
New immigrants do not see themselves 
as included in the museum or collections. 
Many museum staff and volunteers say 
they are more comfortable working 
with visitors who are famsliar to them. 
RHM has an opportunity and a respon- 
sibility to help new immigrants integrate 


cultures. There ss a tendency for new 
imrmgrants to remain within thew 
cultural group and to recreate thew 
“home” culture. Finally, Engiish- 
language and other cross-cultural 
communication skills are basic needs 
within new mrmgrant Communities. 


3 The museum 6 not percerved as 
representing the full range of 
community cultures, or as being 
welcoming or open to change. There 
ts desire for exhibits that refiect new 
cultural contributions, a desire for 
dual-language labels, and a need for 
museum staff or volunteers who 
represent community Grversity 

» There 1s a deep desire that immigrant 
communites’ cultures be recognized 
as worthy of inclusion im our museum 
collections. Our institutional resources 
are madequate to support systematic 
collecting in these areas. in addition, 
artifacts that are heid by these new 
immugrant Communities remain 
family treasures, and are unavailable 
to the collections. 


Solution(s) 

What ss the best solution(s) to Close 

the gap? How do you know? 

» The museum wants to document 
the cultures and expenence of recent 
imrmgrants. We will invite our new 
imrmgrant Communities to contribute 
recent or histonc wedding and 
celebration photograpns, which 


and use im an online resource and 
an exhibit, Onginal photographs 
will be returned to thew owners. 
Owners will prowde releases and 
basic Cataloging information, 
including the cultural traditions 
represented. This photograph collec- 
tion will be promoted to the public 
library, K-12 teachers, and socal 
scence and language faculty at local 
imstitutions of higher learning. 

® A summer weekend event patterned 
on the Smithsoman folkirfe festrvals 
will focus on wedding and celebration 
customs and celebration food of the 
(multiple) cultures of the mayor immui- 
grant groups in the region. 

® Consultants from these communities, 
identified with the help of community 
leaders, will be teamed with long-time 
museum volunteers. They will help 
the museum staff to develop bilingual 
Catalog entnes and labels for the 
photograph collection, recipes, and 
exhibit. These “expert informants” will 
receve monetary Compensation along 

8 Two half-day workshops on cultural 


analysis will be heid for the community 
consultants and volunteer contributors. 


One half-day workshop will be heid 
tor contributors to the folkiife event. 
These will include information about 
cultural norms and etiquette, basic 
communication strategies for and to 
ESL learners, and facilitation skills. 
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TABLE 6: Risks 


Risks 
What are some of the risks of the 
proposed solution(s)? 


If the museum is not seen as credible, 
useful, or accessible by immigrant 
communities, they may not be willing 
to contribute photos or participate. 


Much of the project's success depends on 
the Community Consultants. 


Community Consultants (CCs) and 
volunteer teammates may have schedule 
constraints (childcare, work). 


The expectation is that the contributors 
will learn the skills necessary to analyze 
photographs and recipes. If they do not 
they may not deliver the quality that the 
museum hopes for. 
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Strategies 
What are strategies for eliminating or managing each of the risks? 


Work with key members of each of the communities to establish trust, gain buy-in, 
iti 


Plan to solicit, borrow, and return photographs after church or other target community 


for staff about the different cultural groups. 


Selecti ine. and solicit . sicinant feedbeck are i —_ 
Pian to interview and consult references in hiring an employee. 


Make sure that a museum staff member with exceptional “people” skills has senior 


Develop an agreement for participant consultants and follow each culture's accepted 
practices to confirm it. 


Develop and implement mentoring and feedback processes. 


Be prepared to offer flexible work times and locations, including extended museum 
hours as needed. 


Train staff and volunteers, select participants carefully, provide compensation in 
Be prepared to use additional staff time for the analysis. 


» Each “team” will seek input from 
others in their communities, and 
to identify parallels or connections 
between their own cultural traditions 
that can be highlighted in the summer 
event. A complementary exhibit will 
use the new photograph collection 
and bilingual labels. 

» Recipes for celebration dishes will be 
solicited in parallel with the photo- 
graphs. A companion recipe collection 
will be produced in print and online. 
The primary local newspaper has 
also agreed to regularly publish these 
recipes in its culture pages. 


Benefits 

What are the benefits of the 

proposed solution(s)? 

» Community consultants (CCs) will 
improve English-language and 
intercultural communication skills. 

®» Community consultants will have 


a greater sense of place in the 
community and RHM. 


» Community consultants and longer- 
term volunteers will build personal 
relationships. 

» Staff and docents (longer-term 
volunteers) will increase comfort 
and skill in working with diverse 
visitors and volunteers. 

»’ New immigrants will see personal 
value in volunteering at the museum. 


» Recent immigrants increase their use 
of the museum. 


» Participants will have increased 
knowledge of other cultures in 
the community. 


®» Members of the diverse communities 
will increase mutual knowledge. 


Costs 


What are the approximate costs of 

the proposed solution(s)? 

» Staff time to: initiate and manage 
collecting and cataloging photos, 
Catalog recipes, develop the online 
collection, print the photographs 
for preservation and exhibition, house 
the printed photos, manage the 
workshops, design and mount the 
exhibit, manage the events, manage 
create th- ~ookbook, publicize the 
effort: ate, including recruiting, 
trainiiy, and supporting the people 
from each community who will be 
contributors—approximately 6,000 
staff hours (two FTE for two years), 


average $35,000/pa plus 25% 
benefits: $175,000 


® Equipment and supplies for the photo 
collection and exhibit, including 
scanning, printing storing, labels, 
framing: $10,000. 

» Compensation for Community 


Consultants (CCs)—-{9@$ 1,000): 
$9,000. 


» Translators for catalog and label 
verification—200 hours @$75: 
$15,000. 

» Data entry for photo and recipe 
Catalogs and evaluation—600 hours 
@$10: $6,000 


» Consultant instructor for three 
workshops: $3,000 

» Postage and printing: $8,000 

» Supplies, equipment, and security 
for summer event: $15,000 


Estimated total: $241,000 
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Exercise 


Target audience needs analysis 


Below is a table of terms covered in the content of this unit and a 
summary of the results of the West Dakota State Library & Archives’ 
target audience needs analysis. in the summary, select the most 
appropriate term from the table to complete the sentence. Then see 
page XX for the correct answers. 


Target Audience 

» immediate beneficiaries 
» Intermediate beneficianes 
» Long-term beneficiaries 


Data Sources 

» Written survey 

» Telephone interviews 

® Knowledge assessment 
» Performance assessment 


Types of Analysis 

» Needs analysis 

» Cost-benefit analysis 
D Risk analysis 


Answeer key, page 69 


One of the goals of the West Dakota State Library & Archives is to restore and 
1 8 protect historical collections in the state's small libraries, archives, and museums. 
The of the Keeping Our Heritage 
Project are the staff and volunteers who will acquire skills and knowledge in physical 
collection care procedures during the project. 


The are the library, archive, 
gs and museum audiences who will be able to see and use the collections once the 
project is successfully completed. 


The State Library & Archives wants to collect data on the staff's and volunteers’ 
3 a level of confidence in their ability to take physical care of collections, 
as well as their wants and characteristics. It has only limited resources and a large 
state-wide sample population. The organization decides to conduct a 

to collect this information. 


The State Library & Archives reviews several alternatives for providing needed skills 
a and knowledge to the target audience: a series of one-day video workshops around 

the state, a e-mail list with a conservator to answer questions, “hands on” workshops 
so that participants can demonstrate their skills, and a web-based training course. It 
conducts a of these solutions and 
determines that a combination of the video workshops, one “hands-on” workshop, and 
the e-mail list represent the most effective way to close the skill-knowledge gap and the 
most efficient use of resources. 


It also conducts a and 
5 # concludes that in order to deal with potential turnover of staff and volunteers, 
it will conduct a Training of Trainers program so that the more experienced participants 
can pass on their skills and knowledge to the new hires. 
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Project Goals 


At this point, you have selected the best 

solution(s) to close the gap between 

the result you want to achieve and 

the current condition of your target 

audience or of the products or services 

your Organization offers. Now you are 

ready to formulate specific goals for 

your project based on the solution(s). 
Goals describe the desired outcome, 

product, or service that you want to 

achieve for the target audience(s). 

They serve as the compass guiding the 

direction of your project. Check them 

frequently to make sure that the project 

iS accomplishing the intended results 

and that it ts closing the gap you 

documented in the previous unit Target 
Goals also help define the scope 

of what you can accomplish within 

the proposed period of time of your 


project. in other words, your project 
will not be addressing outcomes, 


products, or services that do not 
support those goals. 

At the end of this unit, you will be 
able to: 


» formulate goals enabling you to 
achieve the desired result for your 
target audience(s) 


This ts the last task you will undertake 
before starting the proyect planning 
process. Based on the goals that 
you have formulated, you will plan 
the project's activities and evaluation 
approach in the next units 


TASK: FORMIULATE PROJECT GOALS 


Start with the desired result and the 
current state of your project's target 
audience(s), product(s), or service(s) 
that you documented in the last task, 
and the solution you selected to close 
the gap between the desired result and 
the current state. In collaboration with 
the appropriate stakeholders, develop 
specific goal statements that are neces- 
sary for you to achieve the desired result 
within a certain period of time, e.g., 
the period of a grant award. 

Goals should be observable or measur- 
able so that you wili know how close 
you have come to attaining that result. 
Express your project goals as specific 
outputs and, if applicable, specific 
outcomes. It is important to distinguish 
between outcomes and outputs, because 
each uses different evaluation methods, 
as we will see in the unit Evaluation 
approach. 

All projects will have at least one goal 
expressed as an output, i.e., a measure 
of the amount, quality, or volume of 
use of your project's products or services 
that is necessary to close the gap and 
achieve the desired result. 

if the desired result is a change or gain 
in the target audience's skills, knowledge, 
attitudes, behaviors, status, or life 
condition, then your project will also 
have at least one goal expressed 
as an outcome. State the outcome 


as a measurable behavior or condition 
so thai target audience(s) can demon- 
Strate it or report on it. 

For example, the desired result of the 
West Dakota Keeping Our Heritage 
project ts that staff and volunteers will 
acquire basic skills and knowledge in 
conservation/collection care procedures. 
One output that is necessary to achieve 
the resuit is: The project will provide two 
workshops and a e-mail list for a signi- 
ficant number of staff and volunteers in 
the state's small museums, libraries, and 
archives. The output includes a desired 
amount of services (two workshops and 
a e-mail list) and a desired volume of use 
of those services (significant number 
of staff and volunteers). One outcome 
that is necessary to achieve the result 
iS: Proyect participants will be able to 
demonstrate appropriate application 
of basic physical collection care 
procedures—a skill. 

These goals will be the basis for 
defining the project's activities and 
developing the evaluation approach 
in the Plan the Project phase. You 


will select the key project goals that 
you want to measure and track to 


determine the success of your project. 

For additional information on the 
topics in this unit, refer to the examples 
on the next pages and the Selected 
Resources. 
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EXAMPLE: CONTINUING 
EDUCATION, CURRICULUM 
DEVELOPMENT, AND TRAINING 


West Dakota State Library & 
Archives ‘Keeping Our Heritage’ 


Project Goals 

Desired result for the target 
audience(s): Staff and volunteers of 
West Dakota‘s small libraries, archives, 
and museums will acquire basic skills 
and knowledge in conservation/collection 
care procedures so that patrons will 

be able to observe and use the physical 
collections for educational and/or 


leisure purposes. 


Outputs 

What amount, quality, and/or level of 

use of products or services are necessary 

to close the gap and achieve the 
desired result? 

» A one-day video-based workshop, 

a one-day “hands-on” workshop, 
and a e-mail list will be provided. 

» A significant number of staff and 
volunteers in WD's small museums, 
libraries, and archives will participate. 

Outcomes 

What changes or gains in the target 

audience(s) knowledge, skills, attitudes, 

behaviors, status, or life condition are 
necessary to achieve the desired result? 
Project partiapants will be able to 
demonstrate appropnate application of 
basic physical collection care procedures. 


West Dakota State University 
Libraries ‘images of West Dakota’ 


Project Goals 
Desired result for target audience(s): 
» West Dakota Capital area 10th grade 
social studies teachers wili be able 
to instruct their students in using WD 


» West Dakota's Capital area 10th grade 
social studies students will be able to 
use digital primary source materials in 


Outputs 

What amount, quality, or volume of 

use of products or services are necessary 

to close the gap and achieve the 

desired result? 

» Approximately 2,000 digitized objects 
meeting pre-determined requirements 
will be made available online. 


» A three-day workshop on how to use 
digital primary source materials in the 
Classroom will be conducted. 


» All 10th grade social studies teachers 
in the WD capital region will participate. 
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Outcomes (if applicable) 

What changes or gains in the target 
audience(s) knowledge, skills, attitudes, 
behaviors, status, or life condition are 
necessary to achieve the desired result? 
8 WD Capital area 10th grade social 
Studies teachers will be able to 
demonstrate skill in searching, 

, na, wing and citing Gajtiaed 
digital collection. 

» WD Capital area 10th grade social 
studies teachers will include instruc- 
tion for using WD Territories’ digital 
collection in their lesson plans. 

» 10th grade social students will be 
able to use primary source materials 
in thew required history research 
projects. 

» A web-conference board will be 
provided for the teachers to share 
ideas about curnculum plans. 


West Dakota Museum 
Association (WDMA) ‘Disaster 
Response Planning’ 


Project Goals 

Desired result for target audience(s): 
Small- and mid-sized museums will have 
effective, up-to-date disaster pians in 


place, and staff will be able to use 


appropriate treatments for damaged 
matenais. 


Outputs 

What amount, quality, or level of use 

of products or services are necessary 

to close the gap and achieve the 
desired result? 

8 One workshop broadcast on two 
occasions across the state and a 
“hands-on” workshop delivered 
at multiple sites will be provided. 

® Staff from S8 small to medium-sized 
museum members of the West 
complete both workshops. 

Outcomes 


What changes or gains in knowledge, 
skills, attitudes, behaviors, status, or 
life condition are necessary to close 
the gap and achieve the desired result 
for your target audience? 
» Project participants will be able 
to prepare or update effective 
disaster plans. 


B Project participants will be able 
to use appropriate treatments 
for damaged materials 


West Dakota Riverland History 
Museum ‘Community Connections’ 


Project Goals 

Desired result for target audience(s)- 

8 Build English-language and 
intercultural Communication skills 
for community consultants (CCs) 

® Build a sense of place in the com- 
munity and RHM for community 
consultants 


8 Build networks between community 


consultants and longer-term volunteers 


» Create a corps of diverse potential 
volunteers for the museum 


» increase staff comfort and skill in 
working with diverse visitors and 
volunteers 

» increase use of the museum by 
recent immigrants 


Outputs 
What amount, quality, and/or volume 


of use of your project’s products or 
services are necessary to Close the gap 
and achieve the desired result? 


» 900 photographs will be collected, 


cataloged, digitized, mounted online, 


printed, and stored 


» Nine recent immigrants will be 
recruited and trained to provide 
analysis of photographs and recipes 


» 3,000 visitors will attend one 

summer event 

®» Museum visits to exhibits or events 

other than this project's by members 

of the target immigrant communities 

will increase by 20% by the end 

of Year 2 

» 150 photos will be labeled and 
hibited 

» 100 reapes will be collected, cataloged, 

and scanned 


Outcomes 

What changes or gains in your target 

audience's knowledge, skills, attitudes, 

behavior, status, or life condition are 
necessary to Close the gap and achieve 
the desired result? 

» Community Consultants (CC's) 
improve English-language skills. 

» CC's have a greater sense of place 
in the community. 

» CC's have a greater sense of place 
in the museum. 

» CC's and longer-term volunteers 
build personal relationships. 

» Staff and docents (longer-term 
volunteers) increase comfort and 
skill in working with diverse visitors. 

» CC's and longer-term volunteers 
build personal relationships. 

» Recent immigrants increase their 
use of the museum. 


Reality Check 


Before you move on to the next units 
on Project Planning, check to make 
sure you Can answer “yes” to the 
following questions: 
» Will the project goals achieve 
the desired result for your target 
audiences)? 


» If you achieve the project goals, 
will you solve an important problem 
or take advantage of an important 
target audience(s)? 


» Will the project goals help you attain 
for your organization's audience(s), 
product(s), or service(s)? 

» Are the project goals achievable, 
constraints your organization 
may face in the near future? 

» Do the key stakeholders support 
the decisions that have been made? 


if the answer to these questions ts 
“yes,” you are ready to move on 
to the next phase Plan the Project. 

if the answer to any of these questions 
is “no,” go back to the tasks in this 
have made to see if you need to make 
adjustments. 
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Exercise 


Output or Outcome? 


Check your understanding of goals expressed as outcomes or 
outputs. Remember that an output & a measure of the quantity 
or quality of services or products provided by the project, e.g. 
number of workshops offered, Graulations per capita, titles 
avedlable, certificates awarded. An outcome és a person’s gain or 
change in knowdedge, skill, attitude, behavior, or other human 
characteristic or condition, e.g., informatior, literacy, ability to 
provide a good reference interview. For each statement about 
the goals of a project, check the appropriate category. 


Answerer key, page 69 


Parents and Caregivers participating in the “Born to Read” program will read 
s to thei babies and toddlers 15 minutes three tmes each week. 


CJ output C) outcome 


2 A distance learning program and a hands-on workshop will be delivered 
s to staff from 58 members of the West Dakota Museum Association. 


C) output C1) outcome 


3 The training program participants will demonstrate appropriate application 
2 of at least five conservation and physical collections care procedures. 


CJ output C) outcome 
The project will provide information about the School Library and information 
Technologies graduate fellowships on at least six Web home pages catering to 
(] output [_] outcome 


5 The project will digitize approximately 11,500 assets related to exhibris, 
8 educational activities, and scientific phenomena. 


C) output C) outcome 


High school social studies teachers will be able to logically incorporate digital 
® primary source materials into a lesson plan. 


(_} output C1) outcome 
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iy Prune 


in the first phase, Define the Project, you (and your stakeholders) analyzed the needs 


_ of your organization and your target audience and decided on appropriate solutions. 


You also articulated the project goals, which will guide you in the next phases of your 
project—planning the project and writing the grant application 
‘in this phase, you will develop the components of your proyect plan-activities the 
evaluation approach, the schedule, and the resources—that will be the basis for your 
You will be able to perform the following tasks: 
» plan activities that will help you develop and implement your project's solution 


B develop an evaluation appigach to determine whether your project's 
goals are being met 


Sine al 


eee eco precesses A | 


» develop a budget for your project | 
» decide on appropriate sources of funding and in-kind contributions to close 
any resource “gaps” s 


Within each unit you will find examples, exercises, and templates to reinforce 
the concepts and best practices 
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Before you begin a new phase or activity, 
develop a preliminary strategy for 
involving and Communicating with 

your stakeholders. You will be refining 
this strategy throughout the different 
project phases—Define the Project, 
Pian the Project, Write the Grant 
Application, and Do the Project. 

We define stakeholders as any 
individual, group, or organization that 
influences your project or 1s affected 
by it. They can be external to your 
organization, e.g., partners, boards, 
grant-making organizations, consultants, 
target audiences or users, professional 
associations, and the media. They can 
also be internal to your organization, 
e€.g., Management, project team 
members, and other staff. 

Think about their interests and whether 
they are likely to be strong advocates, 
lukewarm supporters, or non-supporters 
of the proyect. Then consider how you 
will involve them in the proyect and 
obtain and maintain their support. 

Consider what kind of roles your 
Stakeholders will play in all the phases, 
such as: 


» resource provider 
» decision maker 
» adviser or provider of feedback 


» performer of specific project tasks, 
e.g., needs analysis, design and 
development, administration, or 
evaluation 


» provider of standards or rules and 
regulations to follow 


» promoter of the project 


» user or beneficiary of the project's 
results 


The number of stakeholders you identify 

and the roles they play will depend on 

the size and complexity of your project. 
An effective way of involving your 

Stakeholders is to include individuals 

or representatives of key groups on 

your project team. The key to successful 

completion of a project is to have a 

core team of stakeholders who will 

participate in all phases of your project. 

Consider including the following types 

of people: 

» project director, who is the main 
person responsible for the performance 
of the project and the main point of 
contact with the funding organization, 
e.g. IMLS; coordinates all proyect tasks 
and promotes good relationships and 
communications among all team 
members; on larger projects, could 
be assisted by proyect coordinators 
or Managers 


» task performers, who report to the 


proyect director and who are responsible 
for performing the proyect work 


» project sponsor, who mobilizes and 
maintains support for the project from 


the internal organization(s) that are 
responsible for planning and doing 
the project; usually a representative 
of senior management 
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» representatives of key stakeholder 
groups, €.g., partners, staff and users, 
who contribute their perspectives on 
project issues 


» subject matter experts, who provide 
specialized expertise at various phases 
or steps of the project 


if appropriate to the size and complexity 
of your project, plan to form a Steering 
or Advisory Committee of key decision 
makers to provide guidance and approval 
for your project's products and services. 

You may also need to add new members 
to the core team, or form sub-teams, to 
perform tasks during different project 
phases or activities, e.g. evaluation and 
implementation. 

Plan to clarify and document roles and 
responsibilities of the team members. 
Establish regular meeting times for your 
team(s) and be prepared to call ad hoc 
meetings as necessary. 

Once the project goals have been 
formulated in the phase Define the 
Project, think of ways to reinforce them 
throughout all the phases. For example, 
before you begin the Do the Project 
phase, consider conducting an opening 
or “kickoff” event to communicate 
about the project goals to all of your 
key stakehoider groups. 

Develop a communication strategy 
to keep your stakeholders engaged 
throughout all your project's phases. 

It can be used to publicize your project's 


efforts and successes and to secure 

and leverage additional funding 

and resources. 

In developing your Communication 
Strategy in all phases, consider the 
following: 

» what: the customized message that 
each stakeholder should receive about 
your project's progress 

» who: the most appropriate individual, 
group or organization to deliver 
your message 

®» how: the most appropriate channel 
to use (e.g. face-to-face, telephone, 
voicemail, e-mail, letter, video, Web 
page, conference call) to deliver 
your message 

» when: the most appropriate timing for 
delivering your message and how often 
to deliver it 


» feedback: the most appropriate 
mechanism to receive feedback on 
your message 

Make sure that you have a method 

in place to update and refine your 

communication strategy as the proyect 

progresses. 


Activities 


in the Define the Project phase of this 
tutorial, you completed the foundation- 
building tasks of your project. These 
tasks included the formulation of 

the project goals on the basis of 

the solutions you selected to meet 

your target audience's needs. 

Now you are ready to begin the phase 
Pian the Project, which will be the main 
part of your grant application. The first 
step is to develop a plan for the activities 
that will enable you to achieve the 
project goals. 

These activities will be an important 
part of your Evaluation Approach 
in the next unit. In the unit Schedule 
and Resources, you will expand the 
Outline of your activities outline into 
specific time frames and milestones, 
as well as determine the resources that 
will be needed to accomplish the work. 

At the end of this unit, you will be 
able to define the following activities 
in your plan: 

» requirements 

» design and development 
B testing 

» implementation 


» evaluation (to be covered in more 
detail »n the next unit) 


B sustainability 


The activities in the above list reflect 
the typical life cycle of a project. You 
will begin by planning the requirements 
of the project solution you developed 
in the previous phase and end with 


planning the activities enabling you 
to sustain your project's results. If your 
project has two or more distinct 
components, you may want to divide 
it into phases and repeat the activities 
in the life cycle for each phase. For 
example, the West Dakota ‘Keeping 
Our Heritage’ project has one phase 
for developing and implementing 
training on physical collection care 
procedures and another phase for 
developing and implementing the 
e-mail list. 

Your project will have a greater 
likelihood of success if you carefully 
plan for and do all of these types of 
activities. Keep in mind that a flaw in 
any link in this chain of activities can 
affect the final result of the project. 

It ts impossible to plan for every detail 
of your project, especially if the project 
represents a completely new under- 
taking for your organization. Build a 
reasonable amount of flexibility into 
your planning decisions. 

Also, strive to maintain a sensible 
balance between time and resources 
dedicated to planning these activities, 
on the one hand, and to doing them, 
on the other. An excessive amount of 
time dedicated to planning can result 
in unnecessary costs and delays. At 
the same time, too little time spent in 
planning can give rise to the same 
types of problems when you actually 
Carry out the project. 


TASK: PLAN REQUIREMENTS 
ACTIVITIES 


Before you design and develop your 
solution, plan to collect information 
about requirements you should 
incorporate. Requirements could 
include technical or content standards 
you need to meet, organizational 
policies or procedures you need to 
incorporate, or characteristics that 
will make your solution attractive 
and usable to your target audience. 
Refer to the data you collected 
in the unit Target Audience Needs 
Analysis. If necessary, plan to obtain 
additional data about your solution 
from the appropriate sources and 
about target audience's needs, wants, 
or characteristics in relation to that 
solution. For example, in the ‘images 
of the West Dakota Territory project,’ 


one of the solutions is to digitize 2,000 


items. The proyect will determine what 
the digitized items need to include to 
meet the state's standards of learning, 


the international standards for digitiza- 


tion, and the teachers’ and students’ 
requirements for easy accessibility. 
This task is also useful in refining the 
scope of the project, that is, what the 
solution you selected will do for the 


target audience and what it will not do. 


Some of the challenges you should 
plan for in developing requirements 
based on your target audience's 
needs are 


» The target audience's needs are 
constantly changing. 

» The target audience may not be 
able to express what their needs are. 


» The target audience may suggest a 
solution to their needs before they 
have thought it through carefully. 

» You may have a preconceived idea of 
what the target audience's needs are 
that does not match thew perceptions. 


» There may be a number of groups or 
individuals within your target audience 
with differing needs or requirements. 

To address these challenges, think about 

using one or a combination of the 

data sources described in the Matrix 

of Common Needs Analysis and 

Evaluation Sources (page 64), ey . 

surveys, focus groups, observation, 

documents analysis. As you design and 
develop your project plan and set up 
testing activities, build in opportunities 
for validating the needs of your target 
audience and for defining product or 
serice requirements On an Ongoing basis. 

Gather feedback from target audience 

representatives and from other stake- 

holders. This could be a user group 
enlisted to test prototypes or to give 
feedback on a Web site, or quides that 


you are developing. 
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TASK: PLAN DESIGN AND 
DEVELOPMENT ACTIVITIES 


Consider assembling a special team 

to design and develop your solution, 
including the project manager, technical 
or subject matter experts, and target 
audience representatives. Specify how 
this team will work collaboratively with 
Stakeholders to design and develop the 
solution, e.g., through working groups. 
Design Activities 

Start with the requirements you deve- 
loped in the previous task. Imagine 
what the products and/or services of 
your solution will look like. Create a 
design or Outline that describes it clearly 
and succinctly. This outline can serve 

as 2 tool for getting approval from key 
Stakeholders before you begin the 
time-consuming process of developing 
the product or service. It specifies what 
the fully developed solution will look 
hike and what it will do. For example, 

a workshop design includes specific 
learning Objectives, an evaluation plan, 
a content outline, description of 
learning methods, and proposed 
duration. On the basis of this design, 
training materials can be developed. 


Development Activities 

The design is the basis for the full- 
fledged development of the product or 
service. The development activities set 
Out the various steps that are needed 
to bring the project solution to fruition. 
Prepare an outline of all of the steps, 


including their sequences, and how 
they interrelate. Your project may 
involve the development of different 
components requiring various kinds 
of expertise, e.g., the technical and 
content sides of a digitization proyect 
or the instructional design piece and 
the technical content of a training 
program. If this ts the case, provide 
for integration of the components 
from the beginning of the development 
process. 

Make sure that you take into account 
applicable federal or state regulations 
and standards. To the extent that you 
are able, plan to draw on “best practices” 
in the technical or content area that you 
are addressing. Consult the appropriate 
state or national associations for infor- 
mation on best practices. 

Refer to the Application Evaluation 
Criterion Design in Section 3 of the 
NLG Guidelines http /Avwww imis gov/ 
grants/appVindex htmé#nig! 


TASK: PLAN TESTING ACTIVITIES 


Build appropriate testing activities into 
the plan. As the products and services 
are being developed, how will you 
make sure they work effectively and will 
meet the needs of the target audience? 
Arranging for and conducting testing 
can be time-consuming, but it ts very 
effective in making sure that what you 
are developing works and does what it 
IS Supposed to do. 
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Consider conducting a pilot or “dry 
run” on a selected group of target 
audience members, subject matter 
experts, and other interested stake- 
holders. Make sure that your target 
audience members are as representative 
as possible of the range of audiences 
that will eventually use your product 
or service. Also, pla.. to conduct the 
pilot in an environment which replicates 
as Closely as possible the actual one 
in which the product or service will 
be used. 

if it fits your solution, try rapid 
prototyping, whi .; involves working 
closely with selected representatives 
of the target audience to create and 
update drafts or models on which 
subsequent versions will be based. 
The target audience's needs and wants 
are refined in response to an evolving 
“draft” of the solution. in this way, 
you Can test key assumptions that, 
in the normal cycle of events, would 
not surface until a later moment when 
change 's difficult and very expensive. 
Prototypes can also be used in the 
design and development activities of 
your plan. 

if you use rapid prototyping, plan to 
do the following: 
® Establish a mechanism to control 

the number of iterations that will 

be considered before the prototype 

is complete and acceptable to your 

target audience. 


» Arrange to collect feedback from the 
participants frequently in the course 
of rolling out the prototype of the 
product or service. 

» Use a checklist of criteria for the 


participants to evaluate the prototype. 
This checklist should be based on the 
requirements that you developed in 
the first task of this unit. 


TASK: PLAN IMPLEMENTATION 
ACTIVITIES 


Plan the activities that you will perform 
to deliver the product or service to the 
target audience. Publicizing a workshop 
on conservation procedures, registering 
participants for the workshop, and 
actually conducting the workshop are 
all examples of implementation activities. 


Obtaining Approval 

Before the finalized product or service 
ts delivered to the target audience, 
make sure that you have a plan for 
approval by the appropriate stakeholders. 
This may take the form of a formal 
“sign off” by the project's executive 
sponsor or the organization's senior 
management representative. 


Solution Roll-out 


Before the roll-out of the project 
solution, consider assembling a team 
to guide the implementation activities. 
This team could have different member- 
ship from that of your design and 
development team. It should include 
representatives of the users of the 


project's products and services, staff 

members who will be working with the 

users (if applicable), and those who will 

be responsible for maintaining and 

enhancing the products and services. 
Consider arranging for important 

support services, such as: 

8 publicizing the product or service 

B inviting and registering participants 

8 obtaining and preparing materials, 
equipment, and facility 

D training instructors 


» completing paperwork 
® technical support 


TASK: PLAN MONITORING AND 
EVALUATION ACTIVITIES 


Monitoring and evaluation are two 
closely related concepts. Monitoring 
involves the continual tracking of the 
performance of the project in relation 
to the plan and determining corrective 
steps necessary to improve perfor- 
mance. Evaluation involves periodic 
stock-taking to determine the extent 
to which the project ts meeting its 
goals. If the evaluation results are 
negative or lag behind expectations, 
the entire proyect plan may need to 
be reviewed 

Monitoring activities are typically 
performed by the project director 
or tmanager throughout the Do the 
Project phase. Monitoring focuses 
on specific elements, e.g., deadlines, 


develop in the unit Schedule and 

Resources pian. 

» Decide what types of monitoring 
activities will be performed and 
who will be involved, e.g., face-to- 
face status renew meetings with 
the project team and appropriate 
written reports. 

® Decide when and how ofter: the 


elements of the plan will be monitored. 


Remember: Monitoring should not 
be limited to periodic stock-taking. 


® Plan to keep the appropnate stake- 
holders informed if you need to 
take corrective actions to improve 


the performance of your project. 


Evaluation activities could be 
performed by the project director, 
team member(s), and/or one or more 
specialists, depending on the size 

or complexity of your proyect. These 
activities are based on the plan you 
will develop in the unit Evaluation 
Approach. They can take place 
penodically during the phase Do the 
Project, as well as at the end of the 
project. For example, collecting and 
analyzing data about participants’ 
performance in a training program 
through a survey, intervews, and/or 
test scores, and drawing conclusions 
about the extent to which the program 
met its goals are evaluation activities. 


Grant-making organizations, €.c., 
reporting On project results, as well 
as a final end-of-project report. Other 


Consider incorporating the following 
ways into your project plan to ensure 
that the project's benefits will continue 
beyond the grant penod: 


stakeholders, €.9., your organization's » Develop ongoing organizational 
senior management, Boards, partners, support for the product or service 
will also be interested in the performance at all levels of the organization, 
of your project. Find out about these including: 
methods of communication, and build ers in charge of 
them into your activities plan. Consider allocating resources 
also gathering feedback from key Staff who will be using the 
stakeholders through a face-to-face product or service 
meeting or through written forms of Staff who will be assisting 
communication before finalizing your others in using it 
evaluation S). 

— Staff who will be in charge of 
TASK: PLAN SUSTAINABILITY maintaining and upgrading & 
ACTIVITIES Make sure that these stakeholders are 
Pian activities that will help sustain e-em wpe 

cycle. Encourage “champions” within 

the results of a successfu! project. the organization who can promote 
These activities will enable the project's he axadurs os eanden @ 7 
benefits to extend beyond the period the - 
of a grant or the “official” close-out 
of the project. They include preparing » Develop organizational expertise 
the organization for enhancing and and capacity in the areas of the 
maintaining the project's products and organization where the project's 
services and developing a plan to product or service will have the 


disseminate the results of the project. 


Preparing the Organization 

New products and services inevitably 
have an impact on the organization 
that will offer them. Make sure that 
the organization has a sound plan 

for integrating and maintaining the 
product or service as a regular offering, 


and that it has the necessary infrastructure 


to support it after the grant period. 


biggest impact, e.g., leadership, 


Formulate ways of developing the 
organization's Capacity in those areas. 
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For example, plan a training or 

mentoring program that will enable 

new skills and knowledge for the 

leadership and for staff to be spread 

throughout the organization 

» Provide adequate personnel, 
materials and financial resources 
to maintain the product or service, 
and to do upgrades or enhancements. 
Consider leveraging existing resources, 
both internal and external to the 
organization, to expand the program 
to larger audvences. For the purposes 
of your NLG application, include these 
post-proyect costs as part of your sus- 
tainability plan Refer to the Application 
Evaluation Criterion Sustainability in 
Section 3 of the NLG Guidelines. 
nttp /Awwew ims gow/GranVappy 
ndex himisnig) 


Disseminating the project results 
Develop a plan to prowde broad 
access to proyect findings so that other 
iNStItULIONS OF INdividuals Can learn 
about your proyect and perhaps apply 
the findings in thew own settings 
Specify in your plan 

» the audiences you want to reach 


» the message you want to convey 
to each group about the project 
results. Remember that your message 
may need to be tailored to the specific 
needs of different audiences. Make 
sure that it ss Clear and understandable 
to the vanety of stakeholder groups 


» the appropriate methods for 
delivering the message, and how 
yOu Can arrange for feedback and 
information sharing. Depending on 
the situation of your organization and 
the nature of your project, consider 
establishing a Web site to report 
on the project progress and results, 
presenting the results at professional 
conferences and publications, 
developing training materials and 
programs, and/or issuing press 
releases and brochures. 


Plan to explore the possibility of 
creating and documenting workable 
models of your project that can be 
successfully adapted for use by other 
organizations or other stakeholders. 
For example, the ‘images of the West 
Dakota Territory’ project plans to 
expand instruction in the use of 
Gigitized primary source materials 

to other states. Your plan should 
provide for demonstrating that all 
or some of the components of the 
model can be apphed in other settings. 


Refer to the Application Evaluation 
Criteria Dissemination and Adaptability 
in Section 3 of the NLG Guidelines. 
nttp /Awww imis gov/granVappVindex 
himi#nig! 

For additional information on the 
topics in this unit, refer to the following 
examples to the Selected Resources. 
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EXAMPLE: CONTINUING 
EDUCATION, CURRICULUM 
DEVELOPMENT AND TRAINING 


West Dakota State Library & 
Archives ‘Keeping Our Heritage’ 
Project Activities Plan 

Outputs: 

» A one-day video-based workshop, 
a one-day “hands-on” workshop, 
and an e-mail list will be provided. 
» A significant number of staff and 


volunteers in WD's small museums, 
libranes, and archives will participate. 


Outcomes: 


B Project participants will be able to 
demonstrate appropriate application 
of basic physical collection care 


procedures 


» identify museum, library, archives, and 
associations that will provide input 
about thew needs and issues related 


to the proposed training 
Design/Development 
® Design one-day video-based 
workshop, confirm design with 
Advisory Group 
» Develop lessons plans for 10 different 
collection care procedures 


8 Design final workshop 


Testing 

8 Arrange a hands-on workshop for 
selected archives, library, and museum 
staff to pilot the instruction on 
procedures 


® Refine the lesson plans 


® Schedule a dry-run of the video-based 
workshop; make further refinements 
® Arrange for instructors and resource 


persons to provide sample materials 
for conservation work 


® Arrange for video training faciiity and 
remote sites and the facility for the 
final workshop 

® Prepare and disserninate information 
about the workshop to potential 
participants 

» Set up the registration process 

® Prepare manuals and materials lists 

® Deliver the video-based workshop 
at six sites around the state 

® Deliver final workshop at the Capital 

Evaluation 

» Assess participants’ examples of 
application of new procedures at the 
final workshop 

bil 


® Put the video-based workshop and 
the manual on the Web; arrange for 
masking updates 


» Design a prototype based on 
partapant needs 


» Validate the prototype 
» Develop the e-mail list 
Testing and Refinement 
® Prepare the test server 
» identify the testing group 


® Collect and incorporate participant 
feedback 


implementation 

® Prepare actual server 

® Upload e-mail Iist 

» Obtain stakeholder approval 
Sustamabuity 


® Manage e-mail list to provide further 
support and instruction for staff and 
volunteers 


® A three-day workshop on how to use 
digital primary source materials in 
the classroom will be conducted and 
repeated once. 

® All 10th grade social studies teachers 
in the WD Caprtal region will 
participate. 

» A Web conference board will be 
provided for the teachers to share 
ideas about curnculum plans. 


Outcomes 


® WD Capital area 10th grade social 
Studies teachers will be able to 
Gemonstrate skill in sea chung, 
importing, using, and citing digitized 
materials from the WD Territones 
digital collection. 


® WD Caprtal area 10th grade social 
Studies teachers will include instruction 
for using WD Territones’ digital 
collection im thew lesson plans. 


® 10th grade socal students will be 
able to appropnately use digital 
primary source materials in thew 
required history research projects. 


Phase 1: Digitization of primary 

source objects examples 

Requirements 

® Select appropriate materials for 
digitization based on West Dakota's 
standards of learning for social 
studies, technical standards, and 
teachers’ and students’ needs for 


® Valdate 10th grade social studies 
teachers’ needs with regard to)» 


Testing 

® Test the components of the workshop 
plan with several interested high 
school teachers 
implementation 

® Prepare and disseminate information 
about the workshop 

® Arrange for facilites 

® Register partapants 

® Deliver a three-day workshop 
two times for 10th grade social 
Studies teachers 

Phase 3: Web Conference Board 
Requirements 

® Determine participant needs 
with regard to a Web-based 
conference board 
Design/Development 

®» Design a prototype based on 
partapant needs 

® Validate the prototype 

® Develop the conference board 
Testing and Refinement 

® Prepare the test server 


® Prepare actual server 
® Upload Web conference board 
® Obtain stakeholder approval 
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Sustainability 

» Manage conference board to provide 
further support and instruction for 
socal studies teachers 

Phase 4: Evaluation 

Evaluation 

» Assess teacher's curriculum plans 

Reporting and Dissemination 


» Submit report on total number of 
student history research provects 
incorporating digital primary source 
materials and on the results of other 
evaluation data collection activities 


» Disseminate results of project to 
appropriate stakeholders 


Sustainability 
» If the project is successful, it will be 
expanded to other areas in the stat. 


EXAMPLE: PROFESSIONAL 
PRACTICES 


West Dakota Museum 
Association (WDMA) ‘Disaster 
Response Planning’ 

Project Activities Plan 

Outputs: 

» One workshop broadcast on two 
occasions across the state and a 
“hands-on” workshop delivered at 
multiple sites will be provided. 


» Staff from 58 small- to medium-sized 
member museums will complete the 


workshops. 

Outcomes: 

B Project participants will be able 
to prepare or update effective 
disaster plans. 

B Project participants will be able 
to use appropriate treatments 
for damaged materials. 


Phase 1: Broadcast (Distance 

Learning) Workshops 

Design/Development 

» Confirm design with Training 
Subcommittee; make appropriate 
revisions 

Testing 

» Test the broadcast workshop 

Implementation 

» Arrange for university broadcast 
of workshop to satellite sites 

» Begin publicity of the workshop 

» Send out targeted mailings to 
participants 

® Reconfirm participation for the 
workshop 


» Reconfirm logistics of university 
broadcast 


» Set up registration 
» Register participants 
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» Conduct broadcast workshop on two 
occasions remotely across the state 

Phase 2: Hands-on Workshops 

Design/Development 

» Prepare lesson plans icr site visits; 
obtain needed materials and 
demonstration objects 

implementation 

® Select sites around the state 

» Contact participants to reaffirm 

» Make arrangements for copy:ng 
materials 


» Hold site visit workshops at several 
sites around the state 


Evaluation 

» Evaluate participants’ skills at the 
conclusion of the workshop 

» Evaluate participants’ disaster plans 
prepared following the workshops 

Sustainability 

® Make the video from the broadcast 
workshops available on th: Web 


EXAMPLE: MUSEUMS IN THE 
COMMUNITY 


West Dakota Riverland History 
Museum ‘Community Connections’ 
Project Activities Pian 

Outputs: 


» Approximately 900 photographs will 
be collected, cataloged, digitized, 
mounted online, printed, and stored. 


» Approximately 100 recipes will be 
collected, cataloged, and scanned. 


» Nine recent immigrants will be 
recruited and trained to provide 
analysis of photographs and recipes. 


Outcomes: 


» Community Consultants improve 
English-language skills. 


» Community Consultants and 
longer-term volunteers build 

Phase 1: Recruit and train 

Community Consultants and t’ .ms 

Requirements 

» Develop “job description” for the role 

» identify informants in the immigrant 
communities who are willing to pro- 
mote the project and suggest strate- 
gies for contacting and communicating 
with those communities 

Design/Development 

» Hire training consultant 

» Design workshops 

Testing 

» Review job description and agreement 
with community advisors/informants 


ess 

B Project director will maintain contacts 
with key community advisors; hold 
weekly meetings with project staff; 
monitor recruitment and training; 
verify quality of catalog and interpretive 
data; translators will verify quality 
of bilingual catalog elements. 

Sustainability 

» Proyect director will develop strategies 
for building volunteer and staff pre- 
sence of new immigrant communities. 

Phase 2: Photograph and recipe 

collections 

Requirements 

» Confirm size of collections to be 
collected, digitized, and managed; 
determine standards to be used 

Design/Development 

» identify informants in the immigrant 
communities who are willing to 
promote the project and suggestion 
Strategies for contacting and com- 
municating with those communities 


» Develop written criteria for photo- 
graphs and recipes to be included; 
choose metadata conventions; 
design templates for the catalog 
data; design a work process for 
the capture, reproduction, and 
cataloging of photos and recipes; 
develop quality-control checklists; 
acquire equipment and supplies; 
design cookbook; choose printer 
for cookbook. 


Testing 

» Each team will catalog and interpret 
five sample photographs with close 
Staff participation to assure quality 
and comparability of information and 
usability of templates and checklists. 

B Project director and translators will 
confirm quality and identify need for 
process changes. 

Implementation 

» Gather and select photos and recipes; 
get releases signed; scan; print; cata- 
log; validate image quality or rescan; 
enter data as needed; store hard 
copies; translate catalog information 
(English or other); validate translation; 
return originals to Owners 


» Design cookbook; produce digital 
paste-up and provide to printer; 
have cookbooks delivered to museum 

— 

®» Museum staff will review each catalog 
entry, recipe image, and photograph, 
using a checklist for completeness 
and quality indicators 

B Project director will review progress 
against production schedule monthly. 

Evaluation 


» Develop tools for assessing participants’ 
progress based on predetermined 
criteria 

» Perform assessments; analyze data 
and draw conclusions 


“ustainabili 
» Collections manager will develop and 
implement storage and maintenance 
procedures for hard copies and digital 
records. 

Di ation 

» Analyze project expenience and evalua- 
tion findings to help other institutions 
replicate this project in their own 
contexts, and to strengthen the products 
and outcomes of such a project. 

» Provide a “best practices” resource on 
its Web site, and promote that resource 
through presentations at regional and 
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Exercise 


Choose the Type of Activity 

The purpose of this exercise ts to identify examples of the different types 
of activites that have been discussed in thes unit. 

Fill in the blank in each of the questions to the nght with the appropnate 
type of activitiy from the list below. 

® Requirements 

» Design & Development 

® Testing 

B implementation 

® Evaluation 

» Sustainabil 


Answer Key, page 69 


1 Broadcast portions of the workshop on two occasions remotely 
# across the state 


(whuch type of actrvity”) 


Determine specifications of a Web conference board based on the 
s target audience's needs. 


(whuch type of activity?) 


3 Conduct a “dry run” of a video-based workshop; 
# incorporate feedback. 


(whuch type of activity’) 


Assess the participants’ demonstration of techniques for treating damaged 
s materials in museum collections before and after the workshop 


(whuch type of actwity”) 
5 Expand the results of the project to other states 
es 


(whuch type of actrvity?) 


Prepare lesson plans fur a “Born to Read” workshop for parents and caregivers 
ein the community 


(whuch type of actvity?) 
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Evaluation 's critical to help you under- 
stand and communicate the extent to 
which your project has met its goals. In 
thes unit, you will choose an approach to 
evaluation based on the goals and activ- 
ties you formulated in the previous units. 

Evaluation activities, e.g. con- 
Gucting surveys, intermews, instructor 
assessments, should be part of the 
project schedule, which you will 
develop in the next unit. The teming 
and frequency for collecting data will 
be chosen to help you use evaluation 
to track progress toward achieving 
your targets. The results of the evalua- 
tion process will help you and your 
stakeholders make decisions about 
the proyect during implementation 
and at the conclusion of the project. 
e.g whether to continue, modify, 
or Giscontinue it 

Ths unit includes two approaches 
to evaluation output-based and 
outcome-based 

As you learned in previous units, 
outputs are measures of the amount, 
Quality, and/or volume of use of pro- 
ducts and services. All evaluation needs 
to include Outputs, because all project 
reports should describe productivity 
and products. Keep in mund that this 
approach documents the products and 
services provided, but it does not show 
what personal benefits to audiences 
resulted 

Outcomes are desired changes or 
gains in the audience's knowledge, 
skills, attitudes, behaviors, status, or 


life condition. if your project has a goal 

related to education or training, use an 

outcome-based approach to report 
the extent to which your target audience 
grew in the ways the project hoped. 

At the end of this unit, you will be 

able to perform the following tasks 

for your proyect: 

» develop an output-based evalua- 
tion approach, including measures, 
sources of data, and targets 

» develop an outcome-based 
evaluation approach, if appropriate, 
including indicators, data sources, 
and targets 


TASK: PLAN OUTPUT-BASED 
APPROACH 


We agreed that all proyects should 
have outputs and report them. Use 
the approach described in this section 
to help document the extent to which 
the amount, quality, and/or volume 
of use of products and services have 
met your proyect goals 

include the following components 
in your Output-based approach: 

9 output measure: a Measurable unit 
you will use to show progress toward 
actneving the desired output 

» data source: instruments, records, 
or other resources you will use to 
provide information about your 
project Outputs 


» data collection interval: at what 
points in time and how frequently 
you will collect or assess information 
about your project outputs 


» target: a measurable level of 
quantity, quality, or volume of use 
you can and should achreve within 
2 certain time penod 


Each of these components will be 
explained in more detail below. 


Choose Output Measures 
Use the output statements that you 
developed for your goals as the basis 
for choosing your Output measures. 
Begin your measure with the phrase 
“the number and/or the percentage 
of...”, e.g, “the number and/or 
percentage of students who will 
log on each month.” At this pomt, 
use the phrase as a place holder. 
Don't try to specify the exact number 
or percentage. In choosing targets, 
you will specify the actual quantity or 
percentage for the final proyect outputs 
Use both number and percentage 
for clarity. 

Then, answer the following questions 


» What measurable units will show 
the extent to which you are making 
progress towards acheving the total 
Output you hope to achneve? Examples 
include number of workshop partici- 
pants, titles made available, certificates 
awarded, and number or percent of 
items digitized 


» Do you need to include quality 
control standards for products, 
e.g.. number of digitized objects 
that meet technical standards, or 
desired characteristics of your 
project's target audience, e.g, 
number of workshop participants 
who meet eligibility requirements? 
Consider what kind of information 
will be mmportant for your stake- 
holders to understand about the 


project's accomplishments 


Select Data Sources 


Select appropriate data instruments 
or records that can provide you with 
information about the units you plan 
to measure. Look for sources that 
routinely record this information for 
project management purposes or for 
someone else's needs. in other words, 
avoid creating a special record when 
you don't have to. Sources could 
include demographic statistics, state, 
county, and/or local school records, 
computer logs, or training program 
attendance records 


Decide on Data Collection intervals 
Deade on the appropnate timing 
(when) and intervals (how often, e.g. 
Quarterly, annually) for gathering and 
analyzing data for each output measure 
This will be the basis for creating 
mulestones in the next unit, Schedule 
and Resources Milestones will help 


you peniodically check to see if you 
are on track for achweving the desired 


output target. 
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Select Targets for Outputs 
The target is the amount or the level of 
Quality of the output that you (and your 
stakeholders) feel the project can and 
should reach. You can formulate more 
than one target for each of your 
outputs. But remember that you do 
not have to evaluate every result you 
expect to actweve. Choose to measure 
those aspects of your oroyect that will 
be of the most interest to you and 
your stakeholders 

Make sure that the target includes 
a specific measure of the amount 
and/or quality to be achweved for the 
units you will track, and a time frame 
for reaching the desired amount or 
Quality. For example, at the end of the 
project (the time frame), at least 200 
parents and Caregivers (amount) will 
have attended at least five of the enght 
sessions (amount) in the Born to Read 
workshop senes 

The target should be ambitious, but 
actwevable with a good effort. Consider 
the characteristics and needs of the 
target audience, the goals and expecta- 
tions of other key stakehoiders, the 
resources available, and the organiza- 
tion's hsstoncal expenence 

In summary, ideally your Output target 
should be SMART: Specific, Measurable, 
Acceptable, Realistic, Time-based 
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TASK: PLAN OUTCOME-BASED 
APPROACH 


if you developed outcome statements 

for your goals, use the approach des- 

cribed mm thrs section to help document 
the extent to which your project bene- 

fited indriduals by contributing to new 
or changed knowledge, skills, attitudes, 
or behaviors, or other human character- 

Stics OF CONGITIONS. 
include the following components 

im your Outcome-based approach. 

» indicator. a measurable, observable 
sign that shows that a desired out- 
come was acheved, what you hope 
to see or know about the target 
audience 


» applied to group: the target audience 
or part of that group for whom you 
will measure the indicators 


» data source: a method, instrument, 
or existing record that documents the 
indicators you have chosen 


» data collection interval: at what 
pornts in time and how frequently 
you will collect or assess information 
about your project outcomes 


» taryet: a measurable amount of 
success you hope to achveve within 
a certain tome frame 


Each of these components will be 
explained in more detai! below 

Keep in mind that outcome based 
evaluation is not formal research. 


» it does not attempt to show a Cause- 
and-effect relationship between your 
project's services and benefits to the 
project's target audiences 

It ss not mtended to “prove” that your 
project 1s effective, or to Compare one 
project to 2 simular project elsewhere 


® instead, shows whether a project 
has actmeved its intended results with 
enough confidence and credibility 
to serve the purposes of proyect 
management 


Of course, if your project intends 

to demonstrate Cause and effect or 
to make the case for one model or 
mtervention over another, it will need 
to use the ngorous critena appropnate 
to formal research 


Choose indicators 


Start with the outcome statements that 
you developed for your goals Then 
answer the question What observable 
evidence of accomplishments, changes, 
or Gans can | use to show that the project 
has actweved the desired outcome? 
Define each indicator as Clearly and 
specifically as possible Easy-to-measure 
indicators have three elements 
9 who: the part of the target audience 
that parhcipates, or uses your product, 
that you hope will expenence the 
imtended outcome Most indicators 
begin with the phrase “the number 
and percent of _ who...” (fill in the 
target audience for your outcome) 


You can use “the number and percent 
of _* asa place keeper or you can 
fill in provisional numbers. You will 
choose or refine the numbers later in 
thes task Use both number and percent 
to make results Gear For mstance, 50% 
of two would be very different from 
50% of 1,500 


® what a concrete, observable, measur- 
able sign of the outcome Choose 
somethung you Can know or see Giwectly 
through objective evudence, e.g. choose 
something your target audience could 
“demonstrate,” “produce,” or “report ~ 
Avod terms like “know,” “be aware,” 
or “understand,” whch can require 
subjective interpretation 

» how much: the amount or quality of 
the chosen sgn that represents success 
for your project, e.g. “at least three 
documents in 2 bibhography,” “for 
at least 10 minutes every day,” “one 
page with nu errors,” “to at least a 
rating of ‘good’ on the docents’ 
raung xale” 


A measurable indicator includes enough 
Geta: that someone unrelated to the 
proyect could recognize that the desired 
outcome occurred of Gid not occur for 
any iNdwvidua! in the target audience 


Select “Applied to” Group 

You May Not want or need to know 
whether all pariicpants or users 
expenenced the outcome ft may be 
enough to know that only a part of 
them did You could decide to collect 


information about the following: 


» 2 sample of partaipants, e.g. a 
representative sub-group of ail 
teachers participating in a senes 
of workshops 

8 2 group of participants m one 
particular tume penod, e.g, all 
chuidren mm one week of a summer 
reading program 

8 2 group of participants who meet a 
“sorting” critenon such as frequency 
of use or completion of an activity, 
e€ GQ. parents and caregrvers attending 
at least five sessions of the Born to 
Read workshop senes 


In making this decision, take into 
account the size of your proyect, the 


number of people you hope to reach, 
and the resources you have for 


developing the evaluation approach 
Choose Data Sources 


Decide what approaches, instruments, 
or records you will use to collect 
information about the indicator These 
can inciude 


8 existing records 

® surveys 

8 intermews 

® test cores 

® professional assessments 
8 Observation checklists 


In selecting appropnate data source(s), 
consider the same factors you did in the 


unit Target Audience Needs Analysis. 
€ g., the size of the “appled to” group, 


2 skill, knowledge, attitude, behavior, 
Status, or life condition. Use the Matrix 
of Common Needs Analysis (page 
64) and evaluation sources to select the 


aporopnate tools 
Determine data collection intervals 


after the participants have had a chance 
to use the skills they have learned? 
Penodk checks serve as a strategy for 
monitonng and will tell you if you are 
on track for achwewng your desired targets 
They will let you make any needed 
corrections to your plan early on im the 


proyect, when it's easer to get things 
back on track 


Choose Targets for Outcomes 
Your target 5 the measurable amount 
of success that you bebeve your proyect 
can and should actweve for its target 
audience within a certamn tume frame. 
eg... the penod of a grant 

in choosing your targets, begin by 
estimating the number of indmduals 
im your “apphed to” group, eg, 200 
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parents and caregivers of infants and 
toddlers will attend at least five of the 
eight sessions in the “Born to Read” 

workshop senes. 

Then decide how many of these indm- 
duals you hope will get the benefit or 
result specified in the indicator withrn 
the twme frame. Express this as a number 
or a percentage of the total number of 
mdnduals in your “appled to” group. 
For example, at the end of the two-year 
project, 100 out of 200, or 50%, of the 
parents and caregivers in the “apphed 
to group” will read to thew infants and 
toddlers for 15 minutes at least five 
temes a week 

You can formulate more than one 
target for each of your outcomes. 

But remember that you do not have 
to evaluate every result you expect 
to actweve Choose to measure those 
aspects of your proyect that will 

be of the most interest to you and 
your Stakeholders 

Select a target that 1s ambitious but 
actevable with a good effort. If possible, 
collect information about your target 
audience's knowledge, skills, attrtudes, 
behawors, characteristics, etc, before 
they participate (These data may be 
available from the target audience 
analysis you conducted in the Define 
the Project phase ) Take into account 
the goals and expectations of key 
Stakeholders, the resources available, 
and your organization's hrstoncal 
expenence 


in summary, make sure that your targets 
are SMART: Specific, Measurable, 
Acceptable, Realistic, Twme-based. 
For additional information on the 
topics wn thes unit, refer to the following: 


» Examples on the next pages 

» Application Evaluation Critena Project 
Evaluation in section 3 of the NLG 
Guidelines http /Awww imis gow/ 
grants/appVindex Ntmé#nig! 

8 IMLS resources on Outcome Based 
Evaluation http /Awww imis gow/ 
grants/currenv/crnt_obe htm 


» Selected Resources (page 66) 


WEST DAKOTA STATE LIBRARY 
& ARCHIVES ‘KEEPING OUR 
HERITAGE’ 


Output (from Project Goals) 

A one-day video-based workshop, a 
one-day “hands-on” workshop, and an 
e-mail inst will be provded A significant 
number of staff and volunteers in WD's 
small museums, libranes, and archives 
will participate 

Output Measure What measurable 
units will you use to show progress 
toward achieving the desired output? 
Number of participants who attend 
both the video and the hands-on 
workshops 


Data Sources: What mstruments or 
records will you use to colle « sta 
on the output measure? 

Sign-in sheets. 

When/How Often. When and how 
often will you collect data for each 
output measure? 

At the video workshop sites im 
September and at the hands-on 
workshop 

Target: What level of quantity or quality 
can you acheve within a Certain time 
penod? 

75 people will participate im both 
workshops 


Outcome (from Project Goals) 


Proyect participants will be able to 
demonstrate appropriate application 
of basic physica! care of collections 


tion of at least five physical care of 
collections procedures learned im the 
video workshop 

Appled to Group What groups: 
will you measure to show progress 
(all or a sub-group)? 

All of the participants at the 
concluding workshop 

Data Sources What approaches, 
instruments or records will you use 
to collect data on the mndicator? 
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45 people (60%) will demonstrate 


appropnate application of at least five 
procedures 


WEST DAKOTA STATE LIBRARY 
& ARCHIVES “IMAGES OF THE WD 
TERRITORY’ 


records wall you use to ¢ silect data 
@: * 2 benchmark? 


Test the digitized terms agarrst 
standards of learning and technical 
requirements. 

When/How Often. When and how 
often will you collect deta for each 
output measure: 

As each stem 1s digitized 

Target. What level of quantity or quality 
Can you achieve within a Certam time 
penod? 

Year 1. 1,600 or 80% will meet 
the requirements and standards 

Year 2: 2,000 or 100% wall meet 
the requirements and standards 


Output #2 (from Project Goals) 

All 10th-grade social studies teachers 
nm the WD Capital region wall participate 
m workshops to learn to use digital 
primary source matenals mm the classroom 
Output Measure What measurable 
units will you use to show progress 
toward achreving the desired output? 

Number and pecentage of teachers 
who attend one of the broadcast 
workshops and the final “hands-on” 
workshops. 

Data Sources. What instruments or 
records will you use to Collect data 
on the benchmark? 

Workshop attendance sheets 
When/How Often. When and how 
often will you collect data for each 
output Measure? 

At each workshop session. 

Target. What level of quantity or quality 
can you acheve within a Certain time 
period? 

24 or 100% of teachers 


Outcome #1 (from Project Goals) 
Social studies teachers will demonstrate 
skill in searching, importing, using, and 
citing digitized materials from the West 
Dakota Territories digital collection. 

Indicator: What measures will you use 
to show that the desired outcome has 
been achieved? 
- Number-and pecentage of 10th-grade 
social studies teachers who can search 
the West Dakota (WD) digital document 
collection; locate at least three documents 
pertinent to a subject they choose; 
capture those documents to use in applica- 
tions or in printed form; and incorporate 
them logically into a lesson plan. 

Applied to Group: Whet group(s) will 
you measure to show progress (all or a 
sub-group)? 

All social studies teachers who complete 
the three-day workshop. 

Data Sources: What approaches, 
instruments or records will you use 
to collect data on the indicator? 

Instrucior assessment of 10-15 
minute presentations representative 
of classroom lessons on history. 

When/How Often: When and how 
often will you collect data for each 
indicator? 

Once, at the end of the three-day 
workshop. 

Target: What level of quality can you 
achieve within a certain time period? 

19 10th-grade social studies teachers 
(79%). 


Outcome #2 (from Project Goals) 
All 10th-grade social studies teachers 
in the WD Capital region will include 
instruction for using the WD Territories 
digital collection in their new 
curnculum. 

Indicator: What measures will you use 
to show that the desired outcome has 
been achieved? - 

Number and pecentage of 10th-gr 
social studies teachers who create a 
lesson plan that includes searching the 
WD digital resource, locating primary 
source materials pertinent to a topic, 
interpreting them, including them in 
a report, and citing difierent types 
fe.g letter, public record.) 

Applied to Group: What group(s) 
will you measure to show progress 
(all or a sub-group)? 

All social studies teachers who 
complete the three-day workshop. 

Data Sources: What approaches, 
instruments or records will you use 
to collect data on the iw ticator? 

Instructor assessmeni of teachers’ 
lesson plans. 

When/How Often: When and how 
often will you collect data for each 
indicator? 

Once, within two weeks of completion 
of the workshop. 

Target: What level of quality can you 
achieve within a certain time period? 

18 tenth-grade teachers (75%.) 


Outcome #3 (from Project Goals) 
10th-grade high school students will 
in their West Dakota history research 
projects 


: What measures will you use 
to show that the desired outcome has 
been achieved? 
‘Number and pecentage of 10th-grade 
social studies students who submit 
history research projects that include 
at least one digital primary source, 
interpret it and use it logically to make 
@ point, and cite it correctly. 

Applied to Group: What group(s) will 
you measure to show progress(all or a 
sub-group)? 

All 10th-grade social studies students 
in the six Capital area high schools. 

Data Sources: What approaches, 
instruments, or records will you use 
to collect data on the indicator? 

Sociai Studies teachers’ assessment 
reports for students’ researcn projects. 

When/How Often: When and how 
often will you collect data for each 
indicator? 

Once, at the end of the West Dakota 
history unit in the spring of 2004. 

Target: What level of quality can you 
achieve within a certain time penod? 

400 (40%) of Capital area 10th- 
graders will meet the criteria of the 
indicator (see above ) 
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WEST DAKOTA MUSEUM 
ASSOCIATION (WDMA) 
“DISASTER RESPONSE PLANNING’ 


Output #1 (from Project Goals) 
Staff from 58 small- and medium-sized 
museum members of the West Dakota 
Museum Association will complete both 
the broadcast (distance learning) and 
the “hands-on” workshops. 

Output Measure: Whet measurable 
units will you use to show progress 
toward achieving the desired output? 

Number of participants who complete 
both the distance learning workshops 
and the hands-on workshops. 

Data Sources: What instruments or 
records will you use to collect data 
on the output measure? 

Worksnop attendance sheets and 
manual count. 

When/How Often: When and how 
often will you collect data for each 
output measure? 

At the two workshops at the 
university Campus sites. 

What level of quantity or quality can 
you achieve within a certain time 
penod? 

125 people from 58 museums will 
complete both workshops. 
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Outcome #1 (from Project Goals) 
Project participants will prepare their 
museum disaster plans. 

indicator: What measures will you use 
to show that the desired outcome has 
been achieved? 

(A) Number and percentage of institu- 
tions that prepare their disaster plans. 

(B) Number and percentage of 
institutions that update their disas* _« 
plans. 

Applied to Group: What group(s) 
will you measure to show progress 
(all or a sub-group)? 

(A) All of participating museum staff 
at the broadcast workshops. 

(B) All of participating museum staff 
at the hands-on workshops. 

Data Sources: What approaches, 
instruments or records will you use 
to collect data on the indicator? 

(A) Participants will submit disaster 
plans to instructors. 

(B) Instructor observation sheet. 

When/How Often: When and how 
often will you collect data for each 
indicator? 

(A) Within six months after the 
workshops. 

(B) Within six montns after the 
workshops. 

Target: What level of quality can you 
achieve within 2 certain time penod? 

(A) 50% of the participants will have 
prepared *!:cir inuseum disaster plans. 

(B) 25% of the participants will have 
updated their museum disaster plans. 


Outcome #2 (from Project Goals) 


Project participants will be able to use 
appropriate treatments for damaged 
materials. 

Indicator: What measures will you use 
to show that the desired outcome has 
been achieved? 

(A) Number and percentage of hands- 
on workshop participants who demon- 
Strate ability to Carry out at least four 
techr» ques with damaged matenials. 

(B) Number and percentage of 
participants in the hands-on workshops 
who say they fee! that they have the 
skills they need to respond to typical 
museum disasters. 

Applied to Group: What group(s) 
will you measure to show progress 
(all or a sub-group)? 

(A) All of the participating museum 
staff at the hands-on learning 
workshops. 

(B) All of the participating museum 
staff at the hands-on learning 
workshops. 

Data Sources: What approaches, 
instruments, or records will you use 
to collect data on the indicator? 

(A) Instructor observation sheet. 

(B) Participants will fill out a survey 
after the hands-on workshop. 

When/How Often: When and how 
often will you collect data for each 
indicator? 

(A) Collection at the end of each 
of the hands-on workshops. 

(B) Once, in a post-workshop survey 
of participants. 


Target: What level of quality can you 
achieve within a certain ime penod? 
(A) 85% will correctly demonstrate 
at least four techniques with damaged 

materials. 

(B) 75% of participants will indicate 
at least a confidence level of three 
on a five-point scale that they have 
the skills they need. 


EXAMPLE: MUSEUMS IN THE 
COMMUNITY 


WEST DAKOTA RIVERLAND 
HISTORY MUSEUM ‘COMMUNITY 
CONNECTIONS’ 


Output #1 (from Project Goals) 
Approximately 900 photographs will 
be collected, cataloged, digitized, 
mounted online, print: 7, and stored. 

Output Measure: What measurable 
units will you use to show progress 
toward achieving the desired output? 

Number of photographs collected, 
Cataloged, digitized, mounted online, 
printed, and stored 

Data Sources: What instruments or 
records will you use to collect data 
on the output measure? 

Proyect progress records 

When/How Often: When and how 
often will you collect data for each 
Output measure? 

Continuously; progress will be 
monitored weekly until proyect end. 


Target: What level of quantity or quality 
Can you achieve within a certain time 
penod? 

900 photographs by Month 14. 


Output #2 (from Project Goals) 

Nine recent immigrants will be recruited 
and trained to provide analysis of photo- 
graphs and recipes. 

Output Measure: What measurable 
units will you use to show progress 
toward achieving the desired output? 

Number of Community Consultants 
(CCs) from recent immugrant communities 
recruited and trained. 

Data Sources: What instruments or 
records will you use to collect data on 
the output measure? 

Project records; informal, bref inter- 
views with staff, volunteers, and CCs. 

When/How Often: When and huw 
often will you .ollect data for each 
Output Measure? 

Continuously until all contributors are 
recruited and trained; as project teams 
work together, aim for weekly. 

Target: What level of quantity or quality 
can you achieve within a certain time 
peniod? 

9 CCs, three from each major 
immigrant Community. 


Outcome #1 (from Project Goals) 
Community Consultants improve 
English-language skills. 

Indicator: What measures will you 
use to show that you have achieved 
the outcome? 


indicator 1: Number and percentage of 
CCs who report that thei English 
language skills have improved at least 
one pormnt in at least three categones 
of a five-pomt Likert scale for six 
characteristics of spoken English. 
indicator 2: Number and percentage 
of CC's whose English language skills 
have mmproved at least one point in 
at least three categones of a five-point 
Likert scale for six characteristics of 
spoken English. 
Applied to Group: What group(s) 
will you measure to show progress 
(all or a sub-group)? 
indicator 1: All CCs 
indicator 2: All CCs 
Data Sources: What approaches, 
instruments, or records will you use 
to collect data on the indicator? 
indicator 1: Self-assessment survey 
indicator 2: Project director or team 
partner assessment, based on 
recruitment, photo project, and Month 
21 intermews by project director or an 
assessment by team partner of progress 
over the course of the project. 
When/How Often: When and how 
often will you collect data for each 
indicator? 
indicator 1: At completion of photo 
project, and at project Month 21. 
indicator 2: At completion of photo 
project, and at proyect Month 21. 
Target: What level of quality can you 
achieve within a certain time peniod? 
indicator 1: 100% by Month 21 
indicator 2: 100% by Month 21 


Outcome #2 (from Project Goals) 
Community Consultants and longer- 
term volunteers build personal 

indicator. What measures will you 
use to show that you have achieved 
the outcome? 

Number and percentage of CCs 
and project volunteers and staff who 
have spoken by phone to another 
community on subjects other than the 
project at least once in the previous 
month. 

Applied to Group: What group(s) 
will you measure to show progress 
(all or a sub-group)? 

All CCs, volunteers, and project staff 

Data Sources: What approaches, 
instruments, or records will you use 
to collect data on the indicator? 

Self-assessment surveys 
When/How Often: When and how 
often will you collect data for each 
indicator? 

At completion of photo collection; 
and at Month 21 

Target: What level of quality can you 
achieve within a certain time period? 

75% by Month 21 
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Exercise 


' 


Apply Outcome-Based = 171 you knowledge of the different components of an outcome- 


Evaluation Knowledge ~*~ ee. 
You have chosen the outcome “Professional staff will increase thei 
= knowledge of preservation.” Which of the following indicator statements 
best supports this? 
(_] The number and percentage of program completers who can 
demonstrate 3 preservation techniques. 
["] The number and percentage of program completers who know 
preservation techniques. 


(] The number and percentage of program completers who know 
3 preservation techniques 


[_] The number and percentage of program completers who learn 
3 preservation techniques 


2 You have identified the following outcome for your Born to Read program. 
a “Parents and caregivers demonstrate that they understand the importance of 
reading to their children.” Which indicator might best measure the achievement of 
this outcome for participants? 
(_} The number and percentage of parents/caregivers who report reading 
magazines regularly 
[_}] The number and percentage of parents/caregivers who increase their score 
on the Reading Survey. 


(_] The number and percentage of parents/caregivers who log at least 15 
minutes of reading time with their child/children daily 


[_] The number and percentage of parents/caregivers who obtain a library card 


Answer key, page 69 


based evaluation plan. Choose the best answer in the following 


You have selected the following indicator for your NLG project application: 
s “the number and percentage of 10th grade social studies teachers who can 
logically incorporate at least three documents from the West Dakota digital 
document collection into a lesson plan.” Which of the following is the best source 
for you to use to collect information about this indicator? 


(J individual interviews with the teachers. 

[_] instructor assessment of the teachers’ lesson plans. 
[_] Multiple choice knowledge test of teachers’ learning. 
(_] List of teachers who submitted lesson pians. 


You want to show that your middle-school Saturday “Amazing Science” 
4 # program senes probably generated some student interest in science, and 
you Can only afford to survey one group. Which one of the following would be 
ikely to give you the most useful information? 


[_]} All middie schoo! students who visit the museunvlibrary in one month. 

(_] Middle schoo! students who participate in one out of six Saturday sessions. 
[_] Middle school students who participate in ali Saturday sessions. 

[_] All middle school students who participate in the annual state science fair 
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in the previous unit, you chose targets 
that will help you track progress toward 
actwewing your project goals. in thes unr, 
you wil develop three other components 
of your plan to monitor in the Do the 
Project phase These are 

® xhecule 

® resource allocation 

» budget 


Using the actwites plan and the evaluation 
approach you developed in the previous 
units, you will create a schedule for 
your proyect, including the following 
8 duration and start and finish dates 

of each of the activities 


® relationships among the activities 


® mulestones or markers that show 
accomplishment of logically related 
activities, interim targets, and targets 


Then you will identify and assign the 
following types of resources to each 
of the activities in your schedule 


® personne! (e.g, permanent staff, 
temporary staff, and consultants) 


» materials, equipment, 


supplies, ana special services 
(e.g, telecommunications) 


8 support services (e.g, photocopying) 


Finally, you will develop a budget, 
which includes costs associated with 
each of your proyect’s activities. The 
budget will be the basis for analyzing 
gaps between your funding needs and 
available sources 


in thes way, the targets m your evalua- 
ton approach, your project schedule, 
the allocation of personnel, materials, 
and services, and your budget will 
be mtegrated. Thus will make the task 
of monitor/1g your proyect plan much 
easier and more effectwe 


TASK: DEVELOP THE SCHEDULE 


Developing a reasonable schedule for 
accomplishing your proyect’s activities 
will help you stay on track and accom- 
plish your targets within the established 


Milestones are different from activities 
Resources—that 6, time, people matenals, 
and money—can be allocated to actvi- 
ties, but not to milestones. Milestones 
are signposts that show accomplishment 
of logically related activities, e 9., needs 
refinement, design and development, 
and testing. More important, they 
indicate achievement of interr™ cargets, 
and ultimately, of the output and 
Outcome targets that you established in 
the unit Evaluation Approach for 
example, “select and prepare materials 
for digitization” 1s an example of an 
activity; “2000 images will be accessible 
on-line” 1s an example of a milestone. 
As “muni-targets,” milestones will help 
you determine whether you are on track 
to achveving your targets. In this way, 
you will be alerted to aspects of your 
plan that you can do something about 
at an early stage and get back on track 


to actweve your targets. if you are reachung 
your mulestones, you will plan ways to 
mamta the deswed target audience 
behawors or the deswed quantity or quality 
of products and sermces 


The Project Schedule 
To create *he proyect schedule, define 
your project's Start and end dates. Then 
determine the milestones. Assign a 
tentative deadline for achueving each 
of the milestones. You may have to 
adjust the deadlines after determinin? 
the duration of actiwities. Of course, 
take mto account any required dead- 
lines for achueving certain activities. 
Estumate the duration of each of the 
activities. Ths will depend or many 
factors, such as: 


» Are the desired personnel, maternal 
resources, and funds available at a 
given time? 

® How fast can the personne! perform 
a given activity? 


8 What technology capabilities or 
Capacity must be developed? 

» Are there other ongoing tasks or projects 
in the organization that have to be 
taken into consideration ? 


identify sources of information about 
how long simular tasks typically take. 
Consider contacting other institutions 
that have done simular projects. If this 
type of information 1s not available, 
be sure to build in additional time to 
allow for unanticipated delays. 


Thunk about the relavonshups among 
the actwities. Some actwrhes have to 


be completed before of'.ers can start. 
For example, staff will have to be hed, 
equipment purchased, and the kick-off 
meeting held with appropnate stake- 
holders before the proyect gets 
underway. It ss emportant to be aware 
of these relavonshups because i the first 
task 1s delayed, the second one will not 
be able to start on time. Thrs situation 
can affect the entire project schedule. 

Some activites can be undertaken 
in parallel. Other actwittes can overlap 
for certain penods of time. For example, 
staff can prepare and submit required 
papen york at the same time that 
specialists are ~ eleping the project's 
products or services. These situations 
allow you to save time and to move 
ahead in your schedule. 

The examples at the end of ths unit 
illustrate two ways to present your 
project schedule: 
® List activites with start and end 

dates in a table. 


® Show graphically the duration of 
activities and thei relationships in 
a Gantt or bar chart. 


Finally, keep in mind that milestones, 
activities, and duration are intertwined 
with resource allocation and costs. The 


process of developing them 1s iterative, 
not linear. 
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The examples at the end of ths unit 
illustrate the aliccation of personne! 
and matenal resources to activities 


Personnel 


Depending on the size and scope of 
yOur project, key personne! or roles 
can include 


» project director, who 1s the main 


person responsible for the performance 


of the proyect and the main point of 


contact with the funding organization, 


e.g, IMLS, on larger proyects, ths 
person could be assisted by project 
coordinators of managers 


® task performers, who report to the 
proyect Gwrector and who are responsible 


for completing the proyect work 


» subject matter experts, who provide 
* scalzed expertise at vanous phases 


eps of the project planning and 
implementation process—they may 


be consultants or permanent staff of 


the organization 


® admuinsstrative and technical 


personnel, who perform proyect 
support funchons 


in Geading on personne! for your proyect. 
mciude not only those who have the 
necessary balance of skills, knowledge. 
and expenence to perform the tasks, 
but also those who are commutted to 
accomplishing the work Deterrmwne 
also if the indwiduals or groups will be 
available m the necessary time frames 

Refer to the Apphcation Evaluation 
Critenon Management Plan and 
Personnel in Section 3 of the NLG 
Guidelines (Nttp /Awww ims gow/ 
grants/appVindex Ntmé#nig)) 

For specialized actwities, such as needs 
analysis or evaiuation, decide whether 
you will use an internal or an external 
consultant, or have external consultants 
tran exasting staff to perform the actwites 
if you use external consultants, decide 
on the critena and the approach you 
will use for selecting them and the role 
that each will play in the project. 


Materials and Services 


Make sure that the required materials 
and services enabling each activity to 
be performed are clearly identified 
Thess will help you to estimate the costs 
to account for im your budget. Also, 
if you use outsourced services, be sure 
to deade on the crtena and the approach 
(e.g., collecting bids) you will use to 
select them. 
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in developing your project budget. 
estumate two types of costs 

9 direct costs, wich are associated with 
the specific actwihes you developed 
m the previous section. These include 
personnel, matenals, and services 


» indirect costs, which relate to the 
proyect but whch cannot be directly 
ted to project actwites. Examples 
mclude energy Costs, rent, and 
msurance 


For direct costs, start with the ist of 

activites you developed in the previous 

Section to acheve your milestones 

Ask yourself the following questions 

® What personne! and materials and 
services will | need to accomplish 
each of the actrvities? 


® What ss the total cost for each activity? 


The examples at the end of the unit 
dlustrate the personnel and maternal 
costs associated with a specific activity 
and duration. Ths approach ss a useful 
way to track the accomplishment of 
activites according to a certain schedule 
and within a specified budget 

As for indirect costs, your 
organization may have practices related 
to allocating these expenses to projects. 
in addition, potential funding sources, 
e.g., IMLS, have specific requirements 
Refer to Section 4 in the NLG Guidelines 
http /Awww imis gov/grants/appV 
iNGex himé#nig! 


Also consider post-proyect costs. The 
Grect and indwect expenses of operating 
and maimtamwng the product or service 
after the proyect ss Completed may be 
substantial For each element, estumate 
costs Over 2 Certain penod of time im the 
future. Exampies of costs to sustain 
your proyect’s results include 


9 tramwng mstructors to teach the new 
skills and knowledge to external or 
interna! target audiences 


® salanes, matenals, and mdirect costs 
associated with operations 


® upgrades (enhancements) 


® Maintenance and preventive 
maintenance, especially related 
to technology apphcations 


In making cust estemates, think about 
some of the same factors you considered 
iN estimating the duration of project 
activities, €.g., your Organization's or 
other organizations’ expenences with 
simular projects, and the likelihood of 
unanticipated events resulting in addi- 
tional costs. Consult the risk analysis 
you Conducted in the task Analyze 
and Select Solution in the unit Target 
Audience Needs Analysis. 


' BLANK PAGE 


Finally, make sure that your cost 
estimates meet the following criteria: 


» They are reasonable. 


» They are necessary to support your 
project's goals. 


b They are auditable. 


» They are allowable in terms of cost 
principles of potential funding 
organizations. 


Strategies to Improve Ability 
to Estimate Project Schedule 
and Cost Estimates. 


Causes of poor cost and time estimation 
are listed below, followed by strategies 
to address them. 

Cause: Lack of experience in 
estimating cost and duration of 
particular activity 


» Draw on organization's experience 
with similar tasks 


» Draw on expertise of others; get 
estimates from multiple sources, 
including similar projects at other 
institutions 


» Develop explicit methods and 
procedures for cost and schedule 
estimates 


Cause: Technical glitches 


» Employ thorough planning and good 
Quality management practices 


» Assume the worst in making 
estimates 


Cause: Changes to the project plan 
(resulting from changing conditions 
in the external environment, technical 
problems, changes in project require- 
ments by the audience, staff's desire 
to make improvements, etc.) 


» Conduct a risk assessment that 
identifies the overall stability 
of the project environment 


b Put change management procedures 
in place 

Cause: Psychological factors (e.g., blind 

optimism about project's prospects) 


B Place skeptics on the cost estimating 
team; no individual estimate should 
be permitted to go unchallenged 


Cause: Political pressures (e.g., getting 
support for projects) 


» Establish project selection procedures 
at the organization level 


TASK: IDENTIFY SOURCES 
OF FUNDING 


Now you have a good idea of the person- 
nel, material, and financial resources 
you need to accomplish your activities. 
Conduct an analysis of the funding and 
resources that are available to you. Then 
decide what you will need to obtain 
from other sources to close any gaps. 
Consider funding sources that have grant 
award programs, e.g., MLS, and partner 
organizations. 


The key question to ask when 
considering application to a grant- 
making organization is: 

Do the requirements and priorities 
of the funding source support the 
purpose, audience needs, and goals 
of your project and of your 
organization? 

If you based your project design deci- 
sions solely on the requirements of the 
potential funding source, you risk not 
meeting the needs of your organization 
and your project's target audiences, as 
well as the goals and targets you have 
established on the basis of those needs. 
In other words, if there is not a good 
“match,” you should seek support from 
other sources. 

Partner organizations can supply in- 
kind contributions of staff time, expertise, 
facilities, and equipment, as well as money. 
In selecting partners, make sure that the 
missions, audience needs, and goals of 
the organizations or departments are 
compatible. Consider the types of human, 
material, and financial resources that 
will enable you to meet the project goals, 
as well as funding source requirements. 

Refer to the Application Evaluation 
Criterion Contributions in Section 3 of 
the NLG Guidelines http:/Avww.imis.gov/ 
grants/appl/index.htm#nig|. 

For additional information on the 
topics in this unit, refer to the examples 
on the next pages and the Selected 
Resources (page 66). 
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EXAMPLE: CONTINUING EDUCATION, TRAINING AND CURRICULUM DEVELOPMENT 


WEST DAKOTA STATE LIBRARY & ARCHIVES ‘KEEPING THE HERITAGE’ 


Activity Duration 
West Dakota State Library and Archives Educationand Training. 173 days 
. Phase 1 Workshops on physical collectioncare procedures) 109days 
afin identify stakeholders that will provide inputabouttheirmeeds lweek 
“Deignenedayvideowokshop === ssiCiCi‘“‘i‘i<tC imonth 
i. eae Develop lesson plans for 10 different collection care procedures Oy | bye eae | Amonth 
‘Design final workshop = jae eae gh 2 weeks 
Conducta pilot of the instruction on procedures s—s—‘“‘—s i 
i ee lweek 
Conduct videodryrunworkshop ee—s—“‘—s—s—s—S lday ts 
Collect conservation work sample materials = ti(i‘i‘i‘i;!!! 2weeks 
0 at et ee ae 3 days 
Prepare workshop materials 1 week 
Disseminate workshop i tm ee a ee, Se ne lweek 
Setup the registration process ye 
75 staff and volunteers in WD small museums will participate in workshops 0 days 
Prepare manualandmateriaislists 5 essi—i(i—<‘—<CSO 2 weeks 
Conduct video-based workshop at sixsitesaroundthestate sd 1 day 
ae Iday 
Assess participant's ability to applynewprocedures — tsts—“‘“‘i<i‘ié‘i*dS 2days 
| 60% of participants demonstrate ability to apply atleast five physical collection care procedures | Odays. 
Put the video- based workshop and manual on the web | 1 week 
[fe oc So cee Ieee ae ee 64 days — 
Determine participant needs ae tee a Se Oe eee 1 week 
ee eg a iin 2 weeks 
hisicnin in Gouin a ee ae eT a" 
Prototype approved ee eee tg ee eee 0 days She 
Develop the Listserv = t—t«™S gate yy ee ee 4weeks 
Prepare the test server atk Ae tg Lge ee. ee nn ae 
idenatty iatln 3 6roup ee ‘Je bebleewens Witt ePRRs aadawesesedscsese ee tana 
¥ cares Bacay ced eee wha 66.4 4c Oe owe 63504 6400 604940080000000 ee + ae 
Incorporate participant feedback i. eb eh ee ee eg ee ne lweek 
see ey ede tea 1 week 
Uploadthe Listservtotheserver 0 lweek — 
Obtain stakeholder approval =: Cheer ve ee tday 
rerdprererr og err? PET OCETETUCTETE EU CTCCTEC CTC CC eee > SS 


Cost 

$ 189,600.00 
$ 130,880.00 
$ 3,200.00 
$ 32,000.00 
$ 28,800.00 
$ 8,000.00 
$ 800.00 
$ 4,000.00 — 
$ 80000 
$ 16,000.00 
$ 2400.00 
$ 4000.00 
$ 7,200.00 
$ 7,200.00 
$ 8000.00 
$ 800.00 

$ 80000 
$ 2880.00 
$ 4,000.00 
$ $8,720.00 
$ 7.20000 
$ 8,000.00 
$ 2880.00 
$ 16,000.00 
$ 4000.00 ~~ 
$ 7,200.00 ~~ 
sae 
$ 4000.00 
$ 4,000.00 
$ 4,000.00 
sa 
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Design final workshop 
Conduct a pilot of the instruction on procedures 
Refine lesson plans 
Conduct video dry run workshop 
Collect conservation work sample materials | 
Secure training facilities 
Prepare workshop materials 
Disseminate workshop materials 
Set up the registration process 
75 staff and volunteers in WD smal! museums will participate 
in workshops 
Prepare manual and materials lists 
Conduct video-based workshop at six sites around the state 
Deliver final workshop - 
Assess participa it's ability to apply new procedures 
60% of participants demonstrate ability to apply at least five physical 
collection care procedures 
Put the video-based workshop and manual on the web — 
Phase 2: Listserv ) 
Determine participant needs 
Design a prototype 
Approve the prototype 
Prototype approved 
Develop the Listserv 
Prepare the test server 
identify testing group 
Conduct tests 
Incorporate participant feedback 
Prepare actual server 
Upload the Listserv to the server 
Obtain stakeholder approval 
Listserv approved 


2003 
Dec Jan Feb Mar Apr May Jun jul Aug Sep Oct Nov 
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EXAMPLE: PRESERVATION OR DIGITIZATION 


WEST DAKOTA STATE UNIVERSITY ‘IMAGES OF THE WD TERRITORY’ 


Activity Duration Personnel and Material Resources Cost 
WDSU Preservation and Digitization | 445 days | $ 407,520.00 
Phase 1: Digitization of primary source objects 190 days _ $ 152,000.00 
Select appropriate materials | 2months _|_ Specialists $ 32,000.00 
Prepare and scan materials 3 months _ Specialists, Scanning Equipment, Data Storage | $ 48,000.00 
Develop metadata and link to image records 3 months _ Specialists $ 48,000.00 
Organize images imonth — | Specialists $ 16,000.00 
Place on the University Libraries’ Web site 2 weeks Specialists $ 8,000.00 
All materials accessible online 0 Gays 
Phase 2: Teacher Workshop 81 days | $ 87,200.00 
Validate 10th grade social studies teachers’ needs 1 week Project Team $ 4,000.00 
Design and develop materials for workshop 2 months Specialists, Curriculum Specialist[50%] $ 48,000.00 
Test the components of the workshop plan 2 weeks instructors, Teachers $ 14,400.00 
Prepare and disseminate information 2 weeks Specialists $ 8,000.00 
Arrange for facilities 1 week Project Team $ 4,000.00 
Register participants | 1 week Instructors $ 4,000.00 
Deliver ist three-day workshop | 3 days instructors $ 2,400.00 
Deliver 2nd three-day workshop | 3 days Instructors $ 2,400.00 
79% of the 24 teachers demonstrate the ability to incorporate three digital documents into their lesson plans | 0 days 
Phase 3: Web Conference Board 140 days $ 144,000.00 
Determine participant needs | 2 weeks Instructors, Specialists $ 16,000.00 
Design a prototype 1 month | Specialists, Digitization Team $ 24,000.00 
Validate the prototype 1 week Project Team, Specialists $ 8,000.00 
Develop the conference board 3 mons _ Specialists $ 48,000.00 
Prepare the test server 1 week _ Specialists $ 4,000.00 
identify the testing group 1 week Project Team $ 4,000.00 
Conduct tests . 2 weeks Curriculum Specialist, instructors | $ 16,000.00 
Collect and incorporate participant feedback 2weeks Specialists | $ 8,000.00 
Prepare actual server 1 week Specialists $ 4,000.00 
Upload Web conference board 1 week Specialists | $ 4,000.00 
Obtain stakeholder approval 1 week | Specialists,Project Team $ 8,000.00 
Web conference board approved | 0 days | 
Phase 4: Classroom Delivery and Evaluation | 34 days $ 24,320.00 
Draft curriculum plans 5 days Teachers $ 3,200.00 
Assess curriculum plans | 1 day Project Team $ 800.00 
75% of the 24 teachers should incorporate efficient use of WD digital resources in their lesson plans 0 days 
Produce teaching materials 5 days Teachers $ 3,200.00 
Teach 10th grade social studies classess 5 days Teachers $ 3,200.00 
Assess student's research projects 1 day Teachers $ 640.00 
40% of Capital Area 10th graders incorporate digitization in their research projects 0 days 
Compile student performance report 2 days Teachers $ 1,280.00 
Submit report 1 week Project Team $ 14,000.00 
Disseminate results of project 2 weeks Project Team $ 8,000.00 
Results disseminated to appropriate stakeholders 0 days 
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Activity 
WDSU Preservation and Digitization 


Phase 1: Digitization of primary source objects 
Select appropriate materials 
Prepare and scan matevials 
Develop metadata and link to image records 
Organize images 
Place on the University Livraries’ Web site 
All materials accessible anline 
Phase 2: Teacher Workshop 
Validate 10th grade social studies teachari needs 
Design and develop materials far workshop 
Test the components of the workshop plan 
Prepare and disseminate information 
Arrange for facilities 
Register participants 
Deliver 1st three-day workshop 
Deliver 2nd three-day workshop 
79% of the 24 teachers demonstrate the ability to incorporate three 
digital documents into their lesson plans 
Phase 3: Web Conference Board 
Determine participant needs 
Design a prototype 
Validate the prototype 
Develop the conference board 
Prepare the test server 
identify the testing group 
Conduct tests 
Collect and incorporate participant feedback 
Prepare actual server 
Upload Web conference board 
Obtain stakeholder approval 
Web conference board approved 
Phase 4: Classroom Delivery and Evaluation 
Draft curriculum plans 
Assess curriculum plans 
75% of the 24 teachers should incorporate efficient use of WD digital 
resources in their lesson plans 
Produce teaching materials 
Teach 10th grade social studies classess 
Assess student's research projects 
40% of Capital Area 10th graders incorporate digitization in their 
research projects 
Compile student performance report 
Submit report 
Disseminate results of project 
Results disseminated to appropriate stakeholders 


Qtr. 1 
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EXAMPLE: PROFESSIONAL PRACTICES 


WEST DAKOTA MUSEUM ASSOCIATION (WDMA) ‘DISASTER RESPONSE PLANNING’ 


Activity 
West Dakota Museum Association Disaster Response Planning 
_ Confirm proposed design 
Arrange for broadcast 
Begin publicity of the workshop 
The training is designed and tested 
Send out targeted mailings to participants 
Reconfirm participation for the workshop 
Reconfirm logistics of university broadcast 
Test the broadcast workshop 
Set up registration process 
Register workshop participants 
Conduct broadcast workshop twice 


125 people will participate in broadcast workshops 

Prepare lesson plans for hands-on workshops 

Select sites around the state 

Contact participants to reaffirm participation in hands-on workshops 
Make arrangements for copying the instructional materials 

Hold hands-on workshops; evaluate participant skills 


100 people will participate; 85% will demonstratre skills 
Conservators/instructors analyze participants’ disaster plans 

50% will have prepared plans, 25% will have updated plans 

Make the video from the broadcast workshop available on the Web 


15 days 
15 days 
15 days 


15 days 


Personnel and Material Resources 


Training Subcommittee 
Training Subcommittee, instructor 
Mailings, Copying, Computer 


Computer, Mailings, Copying 

instructor, Conservators 

Video Equipment, Conservators, instructor 
instructor, Conservators, Video Equipment 
Instructor, Mailings, Copying 

Instructor, Mailings, Copying 

instructor, Workshop Supplies, 

Video Equipment 


Instructor, Projector, Computer 
Instructor, Training Subcommittee 


Copying, Workshop Supplies 
instructor, Workshop, 
Supplies, Projector, Computer, Conservators 


Conservators, instructor 


instructor, Video Equipment 


$ 5,050.00 
$ 85.00 


$ 1,800.00 


$ 6,125.00 


5 125.00 


$ 10,050.00 
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| Activity 


: 


West 0 skota Museum Association Disaster Response Planning 


Confirm proposed design 

Arrange for broadcast 

Begin publicity of the workshop 

The training 1s designed and tested 

Send out targeted mailings to participants 

Reconfirm participation for the workshop 

Reconfirm logistics of university broadcast 

Test the broadcast workshop 

Set up registration process 

Register workshop participants 

Conduct troadcast workshop twice 

125 people will participate in broadcast workshops 

Prepare lesson plans for hands-on workshops 

Select sites around the state 

Contact participants to reaffirm participation in hands-on workshops 
Make arrangements for copying the instructional materials 
Hold hands-on workshops, evaluate participant skills 

100 people will participate; 85% will demonstratre skills 
Conservators/instructors analyze participants’ disaster plans 
50% will have prepared plans, 25% will have updated plans 
Make the video from the broadcast workshop available on the Web 


15 days 
15 days 
15 days 


15 days 
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EXAMPLE: MUSEUMS IN THE COMMMUNITY 
WEST DAKOTA RIVERLAND HISTORY MUSEUM ‘COMMUNITY CONNECTIONS’ 


Activity Duration Personnel and Material Resources Cost 
West Dakota Riverland History Museum ‘Community Connection” ld eo a eu $ 247,738.00 
__ Phase 1: Recruit and train Community Consultants (CCs) andteams, ee | $, $6,384.00 
Develop “job description” for the role 60 days Project Director [20%], Volunteer $ 10,248.00 
Coordinator [60%], Exhibit Staff [10%], 
TE a ST Te <r =  — — REN: Senne 
interview and select Community Consultants 3 months Volunteer Coordinator [40%], Project «| $23,232.00 
Director [30%], Assistant Director [20%], 
LAST ee Personnel Staff (10%I, CC honorarium (10%] 
“Hire training consultant; design workshops. . 2 months Education Staff [20%], Volunteer §# $|$ 519200 
Coordinator [20%], Project Director [10%], 
Assistant Director [20%], Consultant 
- ConductWorkshopstand200 2months —|_ Volunteer Coordinator [40%], Curatorial |$ 6,384.00 
Staff [50%], Project Director [10%] $ 6,384.00 
_ Pilotanalysisandcataloging i s—<‘“<—<CSO 40days —|_- Volunteer Coordinator [30%], Curatorial | $ 11,328.00 — 
Staff [50%], Project Director [20%], 
Translator [20%] 
rn Nine Community Consultants recruited; 12 volunteers and staffteamedandtrained = 8 j- | Odays | . ©  -\"} $0 °°" (@0Q0°0°— 
pe meyrig ccmegee Wece wey ecg EES en] Mentnabhabiahbbiiaakanaas vy ae 
4 Develop written criteria for photographs and recipestobe included = | | 3S5days  —s |: Project Director [10%], Assistant |= |= |$ 11,356.00 
Director [10%], Curatorial Staff [40%], 
IR Staff [40%], Scanner [1], Supplies [1] 
Gather andselectphotosandrecipes i ess—‘“‘“<—<SO 280days =| _ Curatorial Staff [30%], IR Staff (30%), | | $ 62,664.00 
Project Director [5%], Collection Manager [5%] 
Translator [15%], Data Entry [15%] 
Manage volunteer/Community Consultant cataloging effort $= = = | 1Smonths | Project Director(3%), §  |§ #  |§.§ |$ 406800 
Volunteer Coordinator [5%] 
implement storage and maintenance procedures for hard copies and digital records. $= | 21 months | _IR Staff [50%], Collection Manager [50%] | $ 73,080.00 
Designand produce cookbook 6months | Curatorial Staff (40%), Exhibit Staff (40%), | $ 35,626.00 
Aye eS PE ee reer SSG Translator [20%], Production (Mf. 
Cookbook is ready for sale and distribution 0 days $ 0.00 
Develop assessmenttools 2weeks Consultant $ 2,400.00 — 
cet ses <0 OGRE ene Hporn RRR, Poocc: BER ESESeeeeaeaa fF sie 
poorongoedcn cron i IMIG SEER SED ete ceo a Thee CCl ‘oa? y tooe 
_ 100% of participants show improvement according to predeterminedcriteria $= |. | Odays .. 0.00 
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Activity 


West Dakota Riverland History Museum ‘Community Connection’ 


-eQgegCeCneaeaeee cee Cae eewaeae een eae eee eee eee eee ee sea ee eee ena eeeeene eee e 


Duration 


1175.25 days 


2002 2004 2006 2008 
Qtr. 1 Qtr. 1 Qtr. 1 Qtr. 1 Qtr. 1 Qtr. 1 Qtr. 1 
eS 
S iccaasee I RD en a ea 
ee RN Ne en ee ne 
toa ROTI. ERROR Hoge: cemiteneeS Cea 
jpeniesy; » Re er Ie Ree epenrie Sao yaa 
Sopenietee RYE OR Ine pheNRiG deneenEncs SgeeCrRe 
2 
SPRUE Nee, “ay menreents ihvoreries Uapeentyy Remrevers cemeineny 


PBeeeeoceoc ees egeeaeneeeeaeaee geese seseeeseeeeeeoeseeaoseeoeeee eee eaeeesieeeeeeeeeeeneee eee e ee @ 


|___ Develop “job description” fortherole 
stad acl linterview and select Community Consultants 
Ee Hire training consultant; design workshops, 
ay Conduct Workshopstand2 0 eee. 
Pilot analysis andcataloging ee 
aie Nine Community Consultants recruited; 12 volunteers and staff 
teamed and trained 
|" Phase 2: Acquire and processphotosandrecipes  §- || 
os: Develop written criteria for photographs and recipes to be included 
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implement storage and maintenance procedures for hard copies 
and digital records. 
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[Conduct progress interviews 
100% of participants show im;,rovement according to 
predetermined criteria 
Milestones Shown in Italics. 
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Exercise 


Test Your Knowledge: True or False? 


Are the following statements about schedule and resource 
planning true or false? 


1 Photocopying expenses associated with a specific project activity 
ws represent an example of an indirect cost. 


[_] true [_] false 


The most important criteria to consider in selecting personnel for your 
® project are the skills, knowledge, and experience to perform the activity. 


[_] true [_] false 


3 “Design and develop materials for the workshop” is an example of an 
#8 activity, and not a milestone, because you can allocate time, money, and 
resources to it. 


[_] true [_] false 


4 “Collect conservation work sample materials” is an example of a 
s milestone or achievement of an interim target. 


[_] true [_] false 


5 The most important factors to consider in selecting a grant-making 
s Organization are the priorities and requirements of that organization. 


[_] true [_] false 


Answer key, page 69 
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Reality Check 


The next step in the process is to write 
the grant application. Before moving 
on (if you have completed the exercises 
and templates): 

Review the decisions that you and 
the stakeholders have made thus far. 


» Is each of the plans manageable, 
given the opportunities and con- 
straints your organization could 
face in the near future? 


Activities plan? 
Evaluation approach? 
Schedule and resource plan? 


» Do the plans support the project goals? 

» Will the plans help you track your 
project's progress as effectively and 
efficiently as possible? 

» Do the key stakeholders support 
the decisions that have been made? 


If the answers are yes, then you are ready 
to move onto the next phase, Write 
the Grant Application. 

if the answer to any of these questions 
is “no,” you will need to make adjust- 
ments to your plan, i.e., the goals, activi- 
tes, targets, schedule, and/or anticipated 
resources. 
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Twelve Tips for Writing a Competitive 
IMLS NLG Application 

1. Do your homework about IMLS 
and the NLG: 


» Read the current NLG Guidelines and 
sample narratives. 


» Read the information provided to 
grant reviewers: http:/Awww.imis.gov/ 
grants/review/index.htm. 


» Volunteer to be a grant reviewer. 


» Subscribe to Primary Source (IMLS' 
free monthly e-newsletter): http:// 
www.imis.gov/utility/subscribe asp. 


» Read other IMLS publications 


Make sure that there is a good 
match between the components 
of the project plan you developed 


and the NLG categories of funding, 
priorities, and evaluation criteria. 


2. Answer the questions the NLG 
guidelines ask. Do not answer questions 
that aren't asked or include information 
that's not directly relevant. 

3. Be simple, succinct, and specific. 
Use short, active words ("“now” is better 
than “at the present time”). Avoid the 
passive sentence structure (“technology 
experts from XYZ firm will provide instruc- 
tion enabling students to use databases” 
is better than “students will be taught 
to use a variety of computer programs.”) 

4. Write for the expected reviewers, 
not your project partners. If you're 
writing for a technical project, use 
language non-experts can understand. 
Avoid jargon. 


5. Follow the NLG guidelines. A! 
the guidelines. Exactly. Check your applica- 
tion package against the guidelines 
before you mail it. 

6. Check your budget figures. Make 
sure your arithmetic is correct and all 
expenses are included. 

7. Proofread. Spell check. Leave time 
to have someone outside the project 
read the application, and time to incor- 
porate their suggestions. 

8. Be realistic. Don't promise more 
than you can accomplish or produce. 

9. Don't stop at product or process. 
Describe the concrete results you expect 
when people use your product, service, 
or process. 

10. identify a clear target audience 
and know their characteristics. Describe 
how your product, service, or process 
will fit the target audience. 

11. Meet the mailing deadline. Mai! 
to IMLS’ correct, full address. Use a 
mailing/shipping method that provides 
documentation of the date and keep 
your receipt. Do not mail your applica- 
tion through the US Postal Service 
because of mai! delays due to irradiation 
of Federal mail. 

12. Ask IMLS for help. The Program 
Officers for each of the IMLS grant 
programs are listed with e-mail addresses 
and phone numbers in the application 
packet that is available online at the 
IMLS Web site: http:/Awww.imis.gov/ 
grants/ applindex.htm. 

For more information about writing 
grant applications, refer to the Write 


58 —NLG Project Planning | Write the Grant Application 


the Grant Application section of the 
Selected Resources. One of the resources 
you will find there is the Foundation 
Center's free online tutorial: Proposal 
Writing Short Course http:/Awww 
fdncenter org/learn/ shortcourse/ 

prop! htmi 


NLG Application Review Process 
Submitting your application is not the 
end of your involvement in the grant- 
making process. IMLS staff will deter- 
mine whether an applicant is eligible 
and whether the application is complete. 
All eligible and complete applications 
will be competitively reviewed by 
individual field review and/or pane! 
review. Refer to “Application Review 
and Evaluation” in Section 3 of the 
current NLG Guidelines, which can 

be accessed from the IMLS Web site: 
http:/Awww.imls.gov/grants/appl/index. 
htménig|. 


if your hard work results in a grant: 


First, hearty congratulations! National 
Leadership Grants are very competitive, 
SO receiving one is something for which 
you and your institution should be 

very proud. 

Soon after the awards are announced, 
IMLS sends out a packet to all of the 
institutions whose applications have 
been funded. To get an idea of what 
that includes, go to the Current Grantee 
Resources page on the IMLS Web site: 
http:/Awww.imls.gov/grants/current/ 
index.htm 


The contents of the packet vary by NLG 
program. Here are some items that may 
be included: 


» copies of the reviewers’/panelists’ 
comments about the application 


» guidance on doing the interim and 
final performance reports 

» contact information for the IMLS 
Program Officer under which program 
your application has been funded. 


Now you are ready to Carry out the next 
phase in the diagram, Do the Project! 


And if you are not successful with 
your NLG application: 
Remember that an unsuccessful applica- 
tion is not the end of the process either. 
When the funded National Leadership 
Grants are announced, a packet of 
information is also sent out to the institu- 
tions that were not successful in the grant 
competition. That packet will include 
copies of comments made by the 
reviewers and/or panelists, a valuable 
source of feedback. You may also want 
to contact the IMLS Program Officer to 
ask for feedback or clarification about 
your application. Contact information 
for the appropriate Program Officer is 
generally included in the packet. 
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» Make sure that all stakeholders are appropriately informed about the project's 
activities. Consult and update the strategy you developed in Stakeholders and 
Communication 


® Ensure that the activities are helping you achieve the targets you selected in the 
unit Evaluation Approach 

» Confirm that all required personne!, material and financial resources have been 
allocated to thew respective activities and that they are available when needed 


ik to make sure that the nsk strategies you developed in the unit Target 
Needs Analysis are implemented if needed. If unanticipated nsks 


her appropriate strategies 


Monitoring and evaluation 


As you implement your proyect, you will 
aiso be continually tracking its progress 
through your monitoring activities 
and periodically measuring the extent 
to which the project is achieving its goals 
through your evaluation activities. 
You will use the Schedule and resource 
plan and the Evaluation approach you 
developed in the Plan the Project phase. 


Monitoring 

During this phase, you (or the project 

director or manager) will keep track 

on a regular basis of the deadlines and 

the milestones (“ mini-targets”) in the 

project schedule, as well as the project's 
human and material resources, and 

its budget. 

» If deadlines or milestones are not met, 
or if you exceed the budget, identify 
the causes and take appropriate 
corrective actions. If you are signifi- 
cantly under your budget, check to 
see that you are undertaking all the 
activities you had planned. 

» If you are making your deadlines and 
mulestones, and you are staying within 
your budget, think of ways to sustain 
or reinforce what you are doing that 
seems to be working. 


Make sure that you keep your project 
Stakeholders appropriately informed 

(e.g., through regular project status 

reports) of the results of the regular 

monitonng of your project's plans. 
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Evaluation 

In addition to Carrying out these moni- 
toring activities, you (or the project 
Gwrector and/or persons assigned to 
evaluate the project) will penodically 
collect and analyze data to measure 
the extent to which the project has 
achieved its goals, based on the 
Evaluation approach Compare the 
results of your analysis with the targets 
you selected. If your project does 
not meet one or more of the targets, 
collaborate with the appropriate 
stakeholders on what steps should be 
taken. One possible step is to review 
the entire project plan. 

Your evaluation activities pian also 
included meeting formal or informal 
requirements for reporting on your 
project's performance to grant-making 
institutions, «.g. IMLS, as well as to 
other stakeholders. The final report, 
which should reflect input from key 
Stakeholders, typically includes: 

» review of the project's goals 

® data collected from the project's 
evaluation approach 

8 interpretation of the data 

® “lessons learned” 

» recommendations for improving 
future projects 

As you Carry out your plan, keep in 

mind your stakeholders’ requirements 

for the types of information they 

want to receive about the project's 


performance, how they want to 
receive it (e.g., format), and the timing 
(e.g., deadlines) for receiving it. 


Sustainability 
The resu'ts of your evaluation will 
determine how you will move on after 
the grant period is over. 

if your project has successfully met 
its targets, you will want to sustain 
and disseminate those results after the 
condiusion of the project. In the Activities 
unit of the Plan the Project phase, 
you developed a plan for accomplishing 
this important activity. 

if the project does not meet its targets 
within the grant, you (and your stake- 
holders) could consider modifying 
components of the project so that you 
will be able to achieve your targets after 
the grant period is over. If the needs and 
wants of your organization, your target 
audience, or other stakeholders have 
changed, you may need to go back and 
modify your goals. Consider starting 
a new phase of the project or a new 
project based on the previous one. 

As you prepare your final report on 
the grant project, IMLS will want 
to know about the project's successes, 
as well as targets that were not met 
and why. This information can heip 
other organizations learn from your 
experiences. 


Congratulations! 
You have comple ted the NLG Project 
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Glossary of Project Planning Terms 


Note: The terms and phrases in this 
glossary are defined from a general 
project planning perspective. 

In preparing a National Leadership 
Grant application, or an application 
for any other grant program, it is 
very important to read the guidelines 
for the program and pay particular 
attention to their definitions. 
Activities 

Tasks that support and/or produce a 
project's products and services; they 
serve as the basis for estimating the 
project's schedule, resources, and costs 


“Applied to” 

In evaluation usage, the project's target 
audience or the part of that group for 
whom you will measure the indicators, 
€.g., a group of people who participate 
in a certain time period or for a certain 
number of times 


Assumption 
Proposition or principle which you 
suppose is true or take for granted 


Attitude 
What someone feels or thinks about 
something 


Audience 

Individual, group, or institution for which 
the organization's products and services 
are provided, e.g., library patrons, museum 
visitors, other libraries, museums or partner 
institutions. 

Target audience: individual, group, or 
institution that is the focus of the 
project's goals 


Behavior 
How someone acts 


Beneficiary 

Immediate: target audience that will 
experience the project's desired results 
in the earliest stages of its implement- 
ation, and whose involvement may 

be necessary to ensure that the organ- 
ization’s goals or desired results are 
achieved 

Intermediate: target audience that will 
experience the project's desired results 
within one to two years of the im- 
plementation of the project's activities 
Long-term: audience that will experience 
the project's desired results after the 
project is concluded 


Benefit 

Gain or payoff accruing to the project 
stakeholders, including target 
audiences, as a result of the project 


Budget 

Total estimated cost of your project, 
including direct costs associated with 
each of your project's activities, as well 
as indirect costs 


Characteristics of target audience 
Attributes—e.g., age, geographic 
location, number, job position—of the 
target audience that you should take 
into account in analyzing their needs 


Communication strategy 

Outline of the messages you want to 
convey to stakeholders about your 
project's processes and results; the 

most efficient and effective channels 
and timing for transmitting the message; 


and the means for obtaining feedback 
on your message 


Costs 

Direct costs: personnel, materials, and 
services expenses associated with specific 
project activities 

Indirect costs: project expenses, e.g. 
energy, rent, and insurance, that cannot 
be directly tied to a specific project activity 
Cost-benefit analysis 

Comparison of the total cost of doing 
the project with the anticipated value 
or payoff of the project; a formal 
analysis involves calculating the ratio of 
the numerical value of the anticipated 
benefits to the anticipated costs 


Data analysis 

Organization, processing, and presenta- 
tion of information you collected for 
the purpose of making recon mendations 
or drawing conclusions 


Data collection interval 

The points in time and the frequency 
with which you will collect or assess 
information about the project's results 


Data source 

Instruments, records, or other resources 
you will use to provide information about 
your project's needs analysis and evalua- 
tion; e.g., written surveys, interviews, 
Structured observation, documents 


Direct costs 

Personnel, materials, and services 
expenses associated with specific 
project activities 


Dissemination plan 

Strategy for making the project's results, 
products, processes or benefits transpa- 
rent and accessible through effective 
communication channels to a broad 
and diverse audience so that the results 
of the project will continue beyond the 
term of the project 


Design and development activities 
Tasks you perform to outline the 
solution to your project (design) and 
to flesh out the design and create 

a product or service (development) 


Desired result 

Goal you want your project to achieve 
or provide for its stakeholders; it could 
be expressed as an outcome or an output 


Evaluation 

Evaluation activities: tasks you perform 
to measure the extent to which your 
project has met its goals 

Evaluation approach: unified set of 
principles, methods, rules, and processes 
for assessing and demonstrating 

the extent to which a project has 

met its goals 


Formal research 

Set of systematic procedures recognized 
by a community of scholars for collecting, 
analyzing, and interpreting data for 
some purpose; enables you to draw 
tentative conclusions about cause-and- 
effect relationships among phenomena, 
€.g., your project's services and benefits 
to the target audience, and about the 
effectiveness of one approach or project 
in comparison to another one 
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Gantt chart 

Bar chart that shows graphically the 
duration, including the start and end 
dates, of the project's activities, as well 
as its milestones; can also show the 
relationships between the project's 
acuvities, e.g., the completion of one 
task before another begins 


Goals 

At the organization level, the broad 
results your organization wants to achieve 
for its audiences during a specific period 
of time, which guide the selection of 
programs ai:d management/operations 
functions; can be expressed as an 
output or an outcome 

At the project level, the specific results 
you want your project to accomplish 
for its target audience(s), which guide 
the development of the project's activi- 
ties and milestones and define the scope 
of what you can accomplish within a 
specific time frame; can be expressed 
as an output or an outcome 


Implementation activities 

Tasks that you perform to deliver 

the project's final products or services 
to the target audience, e.g., publicizing 
the product or service, inviting and 
registering participants, obtaining and 
preparing materials, training instructors 


Indirect costs 

Project expenses, €.g., energy, rent, 
and insurance, that cannot be directly 
tied to a specific project activity 
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Indicators 

Measurable conditions or behaviors that 
can show an outcome was achieved; 
usually expressed as a number and/or 
percentage of the target audience that 
demonstrates a measurable sign or 
characteristic representing the intended 
outcome 


informal research 

Set of procedures that can be doc- 
umented to collect, analyze, and 
interpret data and draw conclusions 
with enough confidence and credibility 


to serve the purposes of project 
management 


Knowledge 


What someone knows 


Life condition 
Someone's physical or psychological 
condition 


Milestone 

Signpost or marker that shows accomp- 
lishment of logically related activities, 
e.g., design and development or achieve- 
ment of the project's interim or final 
targets 

Mission 

Overall purpose of an organization; 
typically identifies key broad audiences 
and purposes, and often broadly 
describes the methods by which the 
organization will achieve its mission 


Monitoring 

Steps or processes for continual tracking 
of current performance in relation to 

a plan—e.g., schedules and budgets, 


number of services provided, number of 
participating institutions or people— 
and for identification of any corrective 
steps necessary to improve performance 


Need 

Gap between the desired results, on the 
one hand, and the current condition 

of the audience, product, or service, on 
the other 


Needs analysis 

Systematic process of identifying the 
gap between what you want to achieve 
for your audience (or product or service), 
on the one hand, and its current state, 
on the other, and determining appro- 
priate solutions to close the gap 


Organization 

Entity or collaborating entities that will 
plan and do the project: entities can be 
departments or divisions within a larger 
institution 


Outcome 

Gain or change in an individual's know- 
ledge, skills, attitudes, behaviors, status, 
or life condition 


Outcome-based evaluation 
approach (OBE) 

Set of principles and processes to pro- 
vide information about the degree to 
which a project has met its goals in terms 
of creating benefits for individuals in 
the form of knowledge, skill, attitude, 
behavior, status, or life condition 


Output 
Measure of the amount, the quality, 
or volume of use of a product or service 


Output-based evaluation approach 
Set of principles and processes to pro- 
vide information about the degree to 
which the project's products and services 
have achieved the desired result; e.g., 
the quantity or quality of services, the 
volume of users or participants, or the 
number of products that met the target 
audience's expectations 


Output measure 

Measurable unit showing that an output 
was achieved, usuaily expressed as a 
number and/or a percentage 


Personnel 
Permanent and temporary staff, as well 
as consultants 


Pilot test 

Dry run of a process, such as a workshop 
or training session, on a selected group 
of people in a realistic setting, to obtain 
feedback and make necessary adjust- 
ments before delivery of the finalized 
product or service to the target audience 


Product 
Anything created or obtained as a result 
of some operation or work 


Project 

Series of gelated activities that has a dis- 
crete beginning and end and is intended 
to produce a desired result for its target 
audience 


Project director 

Main person responsible for the project; 
coordinates all project tasks and promotes 
good relationships and communications 
among all team members 


Project sponsor 

Senior management representative 
who mobilizes and maintains support 
for the project from the internal orga- 
nization(s) responsible for planning 
and doing the project 


Prototype 
Draft or model on which subsequent 


versions will be based and on which 
participants will give feedback 


Rapid prototyping 

Process in which product or service 
developers work closely with target 
audience representatives to create 
and update drafts or models on which 
subsequent versions will be based 


Requirements activities 

Tasks that you perform to create or 
validate the specifications of the project 
solution based on your target audience's 
needs, wants, and characteristics, 

and on other product or service require- 
ments (e.g. technical standards) 


Resources 

Personnel, materials, equipment, supplies, 
and support services that are assigned 
to each of the activities in your project 
plan; along with the schedule, they are 
the basis for creating your project budget 
Risk 

Potential events or conditions that 


could have a positive or a negative 
impact on the project goals 


Risk analysis 

Process of identifying risks, analyzing 
the likelihood that they will occur and 
the degree of impact that they will have 
on the project goals, and selecting 
Strategies to eliminate or manage them 


Sample 

In conducting your target audience 
needs analysis or your project evalua- 
tion, a representative subgroup to 
which you will apply the selected data 
source to gain information about the 
whole group 


Schedule 

Includes the start and finish dates of 
the project and each of the project 
activities; can also include the 
milestones or markers showing 
accomplishment of logically-related 
activities or targets, as well as 
relationships among the activities 


Scope 

Boundary of the project described in 
the project plan, including the need 
that will be addressed, the target 
audience, the goals that will be achieved 
within a certain time frame, the main 
activities that will be performed, the 
project performers, and the outcome, 
product, or service that will result; by 
implication anything that is not included 
in these components is “out of scope” 


Service 
Activity carried on to provide people 
with the use of something 


Skill 
What someone can do 


SMART 

Acronym describing goals or targets that 
are specific, measurable, acceptable to key 
Stakeholders, realistic, and time-framed 


Solution 

Approach, including a product and/or 
service, to close a gap between the 
desired result you want to achieve for 
an audience and the current state or 
condition 


Stakeholder 

Any individual, group, or organization 
that influences or is affected by the 
project; can be external to your 
organization, e.g., partners, boards, 
grant-making organizations, target 
audiences and users, or internal to 
your organization, e.g., management 
project team members, other staff 


Status 
Someone's social or professional 
condition 


Subject matter expert 

Person who provides specialized 
expertise at various phases or steps 
of the project 

Sustainability activities 

Tasks you perform to ensure that 

the project's benefits extend beyond 
the period of a grant or the “official” 
conclusion of your project 


Target 


Measurable amount of success you 
believe your project can and should 
achieve within a certain time frame 

if the target is expressed as an output, 
it refers to the amount, quality, or 
volume of use you believe your project 
can and should achieve within a certain 
time frame. 

If the target is expressed as an 
outcome, it refers to the measurable 
amount of success you believe your 
project can and should achieve with 
regard to the target audience's 
knowledge, skills, attitudes, behaviors, 
Status, or life condition, within a 
certain period of time 


Target audience 

individuals, groups, or organizations 
that will be the focus or beneficiary of 
the products or services of your project 
Testing activities 

Tasks to ensure that the project's 
products and services will perform 
effectively and meet the needs and 
wants of the target audiences 


Wants 

Wishes or desires of the target audience(s) 
that should be taken into consideration 
in determining the most appropriate 
solution or solutions to meet an identi- 
fied need 
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Resources 


Questionnaires and Surveys 


Purpose 
To collect standardized data from a large 


number of participants 


Knowledge Assessments 


Purpose 

To assess participants’ knowledge acquired 
through training or in the workplace or 
other environment 


Performance Assessments 


Purpose 

To assess participants’ application of skills 
acquired through training or in the work- 
place or other environment 


Structured Observation 


Purpose 
To watch an activity and record what is seen 


Focus Groups 


Purpose 
To explore a topic in-depth with a small 


number of participants 


Telephone interviews 

Purpose 

To collect standardized repoiting data over 
the telephone 
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Construction of survey 
Explicit verbal and/or written instructions 
If not proctored, follow-up contact to increase return rate 


Construction of assessment test 
Assessment must have content validity and reliability 
Must use exact test or an equivalent test for pre- and post-assessment 


Construction of assessment (checklist, rating form) 

Tasks or skills to be performed must be identified 

Criteria or standards of performance must be specified and realistic 
Assessment must have content validity and reliability 


Construction of checklist or rating form 

Explicit directions for the observer 

Observer must be objective 

Observer should not give directions, answers, or nonverbal cues when 
observing performance 

Consistent use of the checklist 

Percentage agreement between observers should be calculated 


Development of session questions 

Trained moderator 

Limited number of participants (6-12) 

Different sessions for different groups of participants 


Creation of interview transcript and recording form 
Trained interviewers 
Multiple contact attempts 


Advantages 


Paper, scannable forms, CBT embedded surveys, e-mail, intranet, or 
internet can be used 

Variety of response alternatives can be used (Likert-type scales, 
multiple choice, open-ended) 

Questions can be direct or indirect, general or specific 

Easy and efficient to administer 


Paper, scannable forms, CBT embedded tests, e-mail, intranet, or 
internet can be used 


Easy to administer pre- and post-assessment 


Paper, scannable forms, and interactive multimedia embedded tests 
can be used 

Performance can be rated by instructor, participant, peer, team, or 
supervisors 

Provides direct evidence or application of learning 

Can be obtrusive or unobtrusive 


, evaluation specialist, supervisor, or 


Observation of performance can be obtrusive or unobtrusive 
(if unobtrusive, observation can be naturalistic) 


Depth of inquiry possible 
Opportunity for clarification 
Synergistic and snowball effects 


Probing of incomplete answers is possible 
Clarification of misunderstandings is possible 
interviewer has greater control over data collection 


Source: Falletta, Salvatore and Combs, Wendy. “ASTD info-line Evaluating Technical Training: A Functional” Approach. (September, 1997). Page 12-15. Alexandria, VA. ASTD (www.ASTD org) Used with permission. 


Disadvantages 


if not proctored, participants cannot ask for clarification or instructions 
Participants may choose more than one response or give invalid responses 
Open-ended responses may be grammatically incorrect or ambiguous 
Participants may skip items 

Response rate may be low, if not proctored 


If a pretest is used, participants may score higher on the post-test due to familiarity 


Potential rater bias 

Equipment and tools may not be available in the classroom 

if obtrusive, the observation and rating may affect performance due to nervousness or 
anxiety 

May not have time to measure all critical skills 

Pretest may not be practical given time constraints 


Potential observer bias 
if obtrusive, observation of behavior may affect performance due to nervousness or anxiety 


Potential group bias 

Potential moderator bias 

A few participants may dominate 

Results are not representative given the limited number of participants 


Potential interview bias 

Participants may give socially desirable answers 

Questions and response alternatives must be simple because participants are unable to see 
the questionnaire 

Participants may be difficult to contact 


DESCRIPTIONS OF WEST 
DAKOTA PROJECT EXAMPLES 


In each unit of this tutorial you will find 
examples of completed templates repre- 
senting several categories of NLG funding. 
For instructional purposes we are using 
fictitious projects developed by organi- 
zations in the imaginary state of West 
Dakota. The descriptions below will 
provide you with come brief background 
information about each of the projects. 


Continuing Education, Curriculum 
Development, and Training 

West Dakota State Library & Archives 
‘Keeping Our Heritage’ 

The West Dakota State Library & 
Archives (WDSL&A) conducted a study 
in 2000 about the conditions of physical 
collections in the state's archives, libraries, 
and museums. The study showed that 
significant portions of the physical 
collections need basic treatment to protect 
them. The survey also indicated that many 
of the institutions holding the physical 
collections have minimal or no expertise 
among staff and volunteers to carry out 
the necessary treatment procedures. 
The WDSL&A has applied for a National 
Leadership Grant to develop and conduct 
a program of workshops to train staff 
and volunteers to carry out a basic set 
of procedures. 


Preservation or Digitization 
West Dakota State University Libraries 
‘Images of West Dakota’ 

The West Dakota State University 
Library is applying for a National 
Leadership Grant to digitize an important 
collection of materials from the West 
Dakota Territory, 1830-1880, before 
Statehood was achieved. One special 
component of the project focuses 
on enabling high school teachers 
and students to use the West Dakota 
Territory digitized materials to 
strengthen the required 10th grade 
State history unit. The Digitization 
Team will work with its partners in 
the Social Studies Departments in 
the two local school districts in the 
West Dakota capital area. 


Professional Practices 
West Dakota Museum Association 
(WDMA) ‘Disaster Response Planning’ 
The West Dakota Museum Association 
(WDMA) conducted a survey of their 
member museums to find what issues 
the membership felt were most important 
and how the Association could help 
them. The survey showed that the 
number one concern among West 
Dakota museums is disaster prepared- 
ness and response. WDMA is applying 
for a National Leadership Grant to help 
its members prepare disaster plans and 
practice techniques for salvaging a variety 
of materials and types of damage. 
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Museums in the Community 
West Dakota Riverland History Museum 
‘Community Connections’ 

The West Dakota Riveriand History 
Museum (WDRHM») collects and exhibits 
materials about the people and places 
of this major city along the Dakota River 
and its surrounding counties. Many 
European immigrants settled in this 
region in the 19th-century and the area 
iS NOW experiencing a new influx of 
immigrants, including refugees from 
Eastern Europe, Latin America, and 
Africa. in partnership with the Riverland 
ESL Council, the museum is applying 
for a National Leadership Grant to help 
new immigrants build community 
connections. At the same time, it will 
help long-time residents recognize 
commonalities between their culture(s) 
and those of immigrants. 


SELECTED RESOURCES 

This non-inclusive list is provided as 

a Starting point for further exploration 
of project planning and related topics. 
The resources are organized by the 
phases addressed in the tutorial, i.e., 
Define the Project, Plan and Do 
the Project, and Write the Grant 


Application 


Define the Project 

(Needs Analysis and Goals) 

Flannung for Nonprofit Organizations: A 
Practical Guide and Workbook. New York: 
John Wiley & Sons, inc., 1997. 


This comprehensive book and disk set 
shows you how to create and implement 
an effective strategic plan using a simple, 
seven-phase process that covers every- 
setting your Course to initiating, moni- 


Kramlinger, Thomas, and Ron Zemke. 
Figuring Things Out: A Trainer's Guide 
to Needs and Task Analysis. Reading, 
Mass.: Perseus Books, 1982. 

This book describes a system to help 
determine the idealized vision of the 
organization, pinpoint the right human 
resource problem, find the primary 
cause, and suggest solutions. A complete 
how-to and when-to handbook on 
on how to match needs assessment 
techniques and problems, and guidance 
for good communication at every step 
of the needs assessment process. 


McNamara, Carter. “Strategic Planning 
(in nonprofit or for-profit organizations). ” 
http://www. managementhelp. org/ 
plan_dec/str_plan/str_plan.htm 
(September 30, 2003) 

This Web-site includes information 
and resources about preparing the 
Strategic plan, conducting an analysis 
of the organization's environment, 
establishing a strategic direction, and 
It also includes an e-learning module 
on developing the strategic plan. 


Nelson, Sandra. The New Planning for 
Results: A Streamlined Approach. 
Chicago: American Library Association, 
2001. 

This resource is an all-in-one guide 
with the essential steps for drafting 

a forward-looking pian for any public 
library, regardless of organizational 
Structure or size. It enables libraries 
to respond quickly to rapidly changing 
environments via: 

» A four month timeline and twelve 
concise tasks to help with plannina 
» Sample forms and resources to 
organize, explain, and implement 
the planning process 


Rossett, Allison. First Things Fast: A 
Handbook for Performance Analysis. 
San Francisco: Jossey-Bass/Pfieffer, 1999. 

This book contains job aids, design 
templates, and examples along with 
tips on accelerating analysis, using 
obstacles, communicating with experts, 
customers, and colleagues, and 
presenting results. 


Watkins, Ryan, Douglas Leigh, Wiliam 
Platt, and Roger Kaufman. “Needs 
Assessment—a Digest, Review, and 
Comparison of Needs Assessment 
Literature.” Performance improvement 
(September 1998): 40-53. 

This article integrates the major litera- 
ture in an effort to review and compare 
many models and case studies that relate 
to needs assessment. Suggests that the 


This practical handbook provides 
step-by-step instruction in how to 
conduct a needs analysis. 


Pian and Do the Project 
DeWeaver, Mary F., and Lori C. Gillespie. 
approaches for Adapting to Change 
and Uncertainty. New York: Quality 
Resources, 1997. 

This resource offers a simple, iterative 
spiral model for contemporary project 
management. The book's fresh approach 
takes into account the reality of constant 
change in such project factors as funding, 
sponsorship, technology, competitive 
situation, and regulation 


Frame, J. Davidson. Managing Proyects 
in Organizations: How to Make the 
Best Use of Time, Techniques, and 
People. Rev. ed. San Francisco: Jossey- 
Bass Publishers, 1995. 


This book presents a practical, flexible 
approach to managing projects, with 
@ special emphasis on avoiding pitfalls 
and making things happen. It offers 
tools to help identify customer needs, 
enhance planning and control. it also 
provides advice on overcoming problems 
at the organizational ievel as well as 
pointers on managing personnel, and 
selecting the best team structure. 


Frame, J. Davidson. Project Manage- 
ment: Tools for an age of rapid change, 
2d ed. San Francisco: Jossey-Bass 
Publishers, 2002. 

The author provides a practical toolk 
it for today’s proyect manager, offering 
strategies for identifying customers 
and maximizing thew satisfaction, 
techniques to help managers evaluate 
and select products, personnel, and 
vendors; an easy-to-understand risk 
management process that really works, 
a user-friendly method o! project 
evaluation that heips managers gauge 
progress, and a team rnanagement 
checklist. 


McNamara, Carter. “Basic Guide to Non- 
profit Program Design and Marketing.” 

http. //www managementhelp.org/prog_ 
mng/np_progs htm (September 30, 2002) 


menthelp org/plan_dec/proyect/proyect 
htm (September 30, 2003) 

This site was developed as part of the 
Free Management Library, a jowmt effort 
between the Management Assistance 
Program for nenprofits and Authenticity 
LLC. “Proyect Management” includes 
articles with various perspectives on 
project management, informaivion on 
tearn building and group leadershup, 
and resources and related links on proyect 
management topics. 


Proyect Management institute A Guide 
to the Project Management Body of 
Knowledge (PMBOK Guide). 2000 ed 
Newtown Square, Pa. Proyect Manage- 
ment institute, 2000. 

This document identifies and describes 
the knowledge and practices that are 
applicable to most projects most of the 
time and that are generally considered 
valuable and useful. It also provides 
a common vocabulary within the 


profession and the practice for talking 
and writing about project management. 
See also http /Awww.pmi org 


Evaluation 
Admunistration on Children, Youth, 
and Farnibes, Department of Health 
and Human Services. n.d. The Program 
Manager's Guide to Evaluation. 
Washington, D.C.: DHHS. 

This introduction was developed for 
grantees of this program and provides 
very concrete, practical explanations. 
it s accompanied by additional guides 
for specific kinds of human services 
programs funded by the agency 
Available at http /Awww acf hhs gov/ 
programs/core/pubs _reports/prog_mgr 
html (September 30, 2003) 


Bond, Sally L., Sally E. Boyd, and 
Kathleen A. Rapp. Taking Stock: A 
Practical Guide to Evaluating Your Own 
Programs. Chapel Hill, N.C: Horizon 
Research, inc., 1997. 

This manual was developed for 
community-based science education 
imtiatives through funding from the 
DeWitt Wallace-Readers Digest Fund. 
Participating advisors included the 
Association of Science- Technology 
Centers and the National Science 
Foundation. Available at http /Awww 
horizon-research com” publications/ 
stock pdf via Acrobat PDF as of 


September 30, 2003. 
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Carla Carter and Associates. Making 
Measurement Work: Using a Balanced 
Scorecard in Nonprofit Organizations. 
Scottsdale, Ariz.: Carla Carter and 
Associates, 1997. 

This is a practical guide to action in 
improving performance measurement 
and measurement systems intended to 
move organizations beyond elementary 
levels of measurement into a more 
complex, systems perspective. It includes 
five approaches and ten different uses 
of measures are described, with practical 
tools to aid in decision making and 
effective use of measures and measure- 
ment systems. 


Falletta, Salvatore V., and Combs, 
Wendy L. ASTD Info-line “Evaluating 
Technical Training: A Functional 
Approach.” (September 1997):12-15. 

Even though it is geared toward 
technical training, this resource has 
useful material for evaluating other 
types of training and education 
projects. It includes a concise 
description of common evaluation 
tools, sources of information, data 
interpretation techniques, and a list 
of references and resources. 
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Project STAR. n.d. Support and Training 
for Assessing Results. San Mateo, CA: 
Project Star. 

This basic manual for outcome-based 
evaluation was produced by Project 
STAR under contract to the Corporation 
for National Service. It is available 
at http:/Awww.projectstar.org 
(September 30, 2003) 


The Rensselaerville Institute. Target 


Setting & Result Verification Guidebook. 


Rensselaerville, N.Y.: The Rensselaerville 
institute, 1999. 

This guidebook offers an approach 
to defining and verifying results that 
will increase your ability to profile and 
communicate accomplishment. It can 


be used by an array of service providers. 


Write the Grant Application 

Bauer, David. G. The “How To” Grants 
Manual: Successful Grant Seeking 
Techniques for Obtaining Public and 
Private Grants. 4th ed. Phoenix, Ariz.: 
Oryx Press, 1999. 

This manual helps the reader identify 
the best sources of fi Js, develop a 
systematic appre _n, write tailored 
proposals, and deal with government, 
foundations, and corporate funders. 


Burke, Jim, and Carol Ann Prater. /‘/ 
Grant You That: A Step-by-Step Guide 
to Finding Funds, Designing Winning 
Projects, and Writing Powerful Grant 
Proposals. Portsmouth, N.H.: 
Heinemann, 2000. 


This resource is part book, part CD- 
ROM, and part web site. It walks the 
reader through a step by step process 
for writing a successful proposal. It 
provides a series of workshops in those 
areas with which the reader need a 
little help, including writing, organizing, 
presenting, and being creative. 


The Foundation Center Virtual Classroom. 


“Proposal Budgeting Basics.” 
http://fdncenter.org/learniclassroom/ 
prop_budgt/index.htm/ (September 30, 
2003) 

This tutorial offers the basics of deve- 
loping a project budget—an important 
component of the grant proposal. The 
course Covers issues such as overhead 
costs, and employee fringe benefits, 
and provides links to sample budget 
templates. 


“Proposal writing short course.” 
http://www. fdncenter.org/learn/shortco 
urse/prop1.htmi/ (September 30, 2003) 
The subject of this short course is 
proposal writing. But the proposal does 
not stand alone. It must be part of a 
process of planning and of research on, 
outreach to, and cultivation of potential 
foundation and corporate donors. 


Miner, Lynn E., Jerry T. Miner, and Jerry 
Griffith. Proposal Planning and Writing. 


2nd ed. Phoenix, Ariz.: Oryx Press, 1998. 


This book will help both the novice 
and seasoned grant seekers improve 
the quality, presentation, and eventual 


outcome of their proposals. Each of 
the techniques presented has been 
extensively field tested. 


Quick, James A., and Cheryl C. New. 
Grant Seeker's Budget Toolkit. New 
York : John Wiley, 2001. 

This book includes step-by-step 
guidance, insider tips, and tools needed 
to create the kind of budgets and finan- 
cial plans that win grants. It also includes 
a computer disk containing the full range 
of budget forms accepted by federal 
agencies in Word for Windows format. 


Answer Key 


DQ22 mon oo «ny glume 


1. Immediate beneficiaries 4. Cost-benefit analysis 
2. Long-term beneficiaries 5. Risk analysis 
3. Written survey 


Define the Project: Project Goals Exercise— 


[0G 26 cutest or ovtcome? 


1. Outcome 4. Output 
2. Output 5. Output 
3. Outcome 6. Outcome 


Plan the Project: Activities Exercise— 


193.6 croose ne type of Activity 


1. Implementation 4. Evaluation 
2. Requirements 5. Sustainability 
3. Testing 6. Design & Development 


Plan the Project: Evaluation Exercse— 


1. The number and percentage of program completers who can 


demonstrate 3 preservation techniques. 


2. The number and percentage of parents/caregivers who log at least 


15 minutes of reading time with their child/children daily. 


3. Instructor assessment of the teachers’ lesson plans. 


4. Middle school students who participate in all Saturday sessions. 


Plan the Project: Schedule and Resources— 


[9G ner vour knowledge 


1. False (Expenses associated with a specific activity are examples of direct, 
not indirect, costs) 


. False (Commitment to performing project tasks is also a very important 


criterion to consider in selecting personnel) 


. True (You can allocate money, time and resources to the activity “Design 


and develop materials for the workshop") 


. False ("Collect conservation work samples” is not a milestone. It is an 


example of an activity you would perform to achieve a milestone.) 


. False (You should first consider your organizational and target audience 


needs and your project goals. Then decide if the requirements and 
priorities of the potential funding source support them.) 
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Template: Organizational Needs and Analysis 


National Leadership Grants Project Planning: A Tutorial 
Institute of Museum and Library Services 


Desired result 
What is the result you want to achieve for one or more of your organization's audiences, products, or services? 


Current state 
What is the current state of the audience(s), product(s), or service(s)? What are your assumptions or evidence? 


Gap 
How important is the gap between the desired result and current state (in terms of size, organizational priorities, 
consequences of not closing it, benefits of closing it)? 


What is the cause(s) of the gap between the desired result and the current st. « ? How do you know? 


Solution(s) 
What is the best solution(s) to close the gap? How do you know? 


% 


LZ 


Template: Target Audience Needs Analysis 


National Leadership Grants Project Planning: A Tutorial 
Institute of Museum and Library Services 


Refer back to the solution(s) you developed for the template “Organizational Needs Analysis.” 


Target Audience(s) 
Who is the target audience(s) for your project? 


Immediate beneficiaries (will benefit in the first year of the proposed project's implementation): 
Intermediate beneficiaries (will benefit within one to two years of the project's implementation): 
Long-term beneficiaries (will benefit after the conclusion of the proposed project): 


Desired result 
What is the result you want to achieve for the project's target audience(s)? 


Current state 


What is the current state of the project’s target audience(s) or of the product(s) or service(s) your organization provides for the 
target audience? What are your assumptions or evidence? 


Gap 
What is the cause(s) of the gap between the desired result and the current state? How do you “now? 


Solution(s) 
What is the best solution(s) to close the gap and achieve the desired result? How do you know? 


Benefits 
What are the benefits of the proposed solution(s)? 


Costs 
What are the approximate costs of the proposed solution(s)? 


Risks Strategies 
What are the risks of the proposed solution(s)? What strategies can you use to eliminate or manage the risks? 


tw 


Template: Project Goals 


National Leadership Grants Project Planning: A Tutorial 
Institute of Museum and Library Services 


Refer back to the desired result, the gap, and the solution(s) you developed for the template “Target Audience 
Needs Analysis.” 


Outputs 


What amount, quality, and/or volume of use of your project's products or services are necessary to close the gap and achieve the 
desired result? 


Outcomes 
What changes or gains in your target audience's knowledge, skills, attitudes, be’ avior, status, or life condition are necessary to 
close the gap and achieve the desired result? 


Template: Project Activities Plan 


National Leadership Grants Project Planning: A Tutorial 
Institute of Museum and Library Services 


Refer back to the outputs and outcomes you developed for the template “Project Goals.” 

In the table below, list all the activities that need to be carried out to accomplish your project goals. Fill in only those spaces that 
apply to your project. In other words, your project may have only one phase, or it may have more than two and you will need to 
create additional spaces. It a type of activity, e.g., “testing,” does not apply to your project, leave the space next to it blank. 


Phase/Type of Activity Your Project's Activities 


Phase 1: 
Requirements 


Design/Development 


Testing 


Implementation 


Evaluation 


Sustainability 


Phase 2: 
Requirements 


Design/Development 


Testing 


implementation 


Evaluation 


Sustainability 


€Z 
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Template: Evaluation Approach 


National Leadership Grants Project Planning: A Tutorial 
Institute of Museum and Library Services 


Develop an evaluation approach for your project's outputs and, if applicable, its outcomes. You may have more than one output or 
outcome. You may also have more than two output measures for each output or more than two indicators for each outcome. 


Create additional spaces if needed. 


Output #1: 


List one output you developed for the template “Project Goals.” 
What measurable units will you use to show progress toward achieving the output? 


What instruments or records will you use to collect data on the output measure? 
When and how often will you collect data for cach output measure? 


What level of quantity or quality can you achieve within a certain time period? 


Output #2: 


List one Output you developed for the template “Project Goals.” 
What measurable units will you use to show progress toward achieving the output? 


What instruments or records will you use to collect data on the output measure? 
When and how often will you collect data for each output measure? 


What level of quantity or quality can you achieve within a certain time period? 


7 
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Outcome #1: 


List one outcome you developed for the template “Project Goals.” 
What measures will you use to show that you have achieved the outcome? 


What group(s) will you measure to show progress (all or a sub-group)? 


What approaches, instruments, or records will you use to collect data on the indicator? 


When and how often will you collect data for each indicator? 


What level of quality can you achieve within a certain time period? 


Outcome #2: 


List one outcome you developed for the template “Project Goals.” 
What measures will you use to show that you have achieved the outcome? 


What group(s) will you measure to show progress (all or a sub-group)? 


What approaches, instruments, or records will you use to collect data on the indicator? 


When and how often will you collect data for each indicator? 


What level of quality can you achieve within a certain time period? 
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Template: Schedule and resource plan 


National Leadership Grants Project Planning: A Tutorial 
institute of Museum and Library Services 


Complete the blank spaces in the table below in the following order: 


» Enter the name of the project phase you developed for the template “Activities” and the start and end dates for that phase. (Add 
spaces if your project has more than one phase.) Do not enter anything in the spaces for Personnel and Material Resources and Costs. 


» Enter the targets or milestones you developed for the template “Evaluation Approach” and assign a tentative date for achieving 
each of the targets or milestones. Do not enter anything in the space for Personnel and Material Resources and Costs. Remember 
that there are no personnel or material resources or costs associated with a milestone or target. 


» Enter the activities you developed for the template “Activities” that will enable you to reach each of the milestones or targets. 
» Estimate the start and end dates, the personne! and material resources, and the costs for each activity. 


Phase/Activities Start date/End date Personnel and Material Resources Costs 


Phase I: 
Activity 1: 


Activity 2: 
Activity 3: 
Activity 4: 
Milestone(s)/target(s): 
Activity 5 
Activity 6: 
Activity 7 
Activity 8 


Milestone(s\/target(s): 


Phase li: 
Activity 9: 


Acuity 10: 
Activity 11: 
Activity 12: 
Milestone(s)/target(s): 
Activity 13: 
Activity 14: 
Activity 15: 


Activity 16 


Milestone(sVtarget(s): WN 


